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Typical As-Is and Could-Be

Business Architectures




Future Enterprise Architecture

Only when an Enterprise Architecture has a distinct Business architiecture
component can we truly align technology with business needs

Other implementations are simply intensely coded, static views of existing
applications. The risk in this type of architecture is exactly the inverse of the
benefits we just described.

As the business’ expectations grow for integration and smarter business
applications, the current approach to business architecture will likely be
unsustainable, costly and difficult to manage — in short it will not help an
organization meet its business objectives

Business architecture and business driven development must be
accomplished within the context of an enterprise level framework if an
organization expects to achieve business objectives in a cost effective, cost
efficient and sustainable way

Let’s consider what that enterprise architecture might look like — to an
engineer, to a business analyst and to a business process owner



Typical ‘As-

IS’ Business
Architecture




‘As-Is’ EA Components — Technical View
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‘As-Is’ Systems View From Business Perspective — Coordination During Implementation
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‘To-Be’ Business

Architecture
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‘Could Be’ Systems Integration — Coordination Prior to Implementation
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Challenges for Designing

and Implementing a
Business Architecture




" J
Basic Assumptions and Observations

! “Hard architecture” issues are important components to achieving a
business architecture — but the technical architecture should not be
confused with the business architecture

! I\/lluch can be achieved, though, without that hard architecture in
place

! Conversely, though, without some essential components even a well
defined ‘hard business architecture’ might not sustain

Business framework (critical component)

Business process models (procedural and logical) and institutional
modeling standards



"
Design and Implementation Challenges

I Despite the obvious value of a business architecture, it is
challenging to move forward for several reasons:

There are multiple views of any organization’s business and finding a
common framework is challenging (financial, human resources,
technology, records management, ...)

Business architecture should be driven by the business — participation is
required

Business architecture is a multi-layer, multi-dimensional challenge
which requires both structure and flexibility to be inclusive and
sustainable

‘Big Bang’ approach to implementing a business architecture is not
practical — it takes time to bring the whole organization into the
architecture

Organizations need to build a governance and policy framework to
sustain the architecture



" A
Practical and Feasible Strategy

1 Build a business framework that will provide a context
for:

Defining the organization’s business layers
Developing business models and adopting a modeling standard

Engaging the business owners and encouraging them to take
ownership of aspects of a future architecture

Define, authorize and implement a governance model to ensure
that the business architecture is integrated into the
organization’s business — is a part of ‘how we work’

1 This approach allows you to define a ‘soft business
architecture’ while the technology is being put in place



" A
Establish Business Framework

1 Business framework — business function scheme -- is the
focus of my presentation today

Allows an organization to bridge the strategic and the tactical aspects of
the business from a single point of reference

Provides a common framework for business analysts and business
owners who are driving the effort to represent the business to work
within -- to integrate, find overlaps, discover areas of improvement and
simplification

Supports workflow across applications by providing a common definition
of business processes and subprocesses

Supports interoperability by providing an extra-application view of
processes

Enables categorization of information assets from a business process
perspective

Supports business oriented filing structures based on metadata
Supports publishing, discovery, search from a business perspective



" A
Lessons Learned in BFS

I Business processes cross organizational lines and need to be
represented independent of the organizational structure - framework
keeps us on track with a business perspective and prevents us from
defaulting to an organizational or application view

I Business functions are not accounting and expenditure views —
though you can find elements of these business processes in it

I There is a level which corresponds to performance metrics but again
these are steps or subprocesses, not the full scheme

| Business functions can support workflow and records management,
but typically records schedules are designed around organizational
rather than functional views



" A
Creating a Business Function Scheme

1 Business architecture will develop over time — it will change over time as the
organization’s business changes — business function scheme grounded on
principles and leveraging business rules for implementation will support this
Incremental development

1 Framework should accommodate multiple levels
Highest level is aligned with strategic goals and performance indicators
Next level is aligned with

1 Need to work from consistent set of definitions to ensure that their work fits
into the enterprise architecture at a level that is usable to the business,
executable at the application level, and is supportable by technology

I Enterprise framework is essential for consistent alignment, tracking and
reporting of resources, performance



Proposed Business Framework

I Level 1: Business Areas

Hlighe_st level, typically used for aggregation and reporting -- aligned with strategic
planning

I Level 2: Lines of Business

Set of one or more linked business processes which collectively define a line of
products and services — similar to a value chain

Represent an organization’s strategic choices, performance management and levels
of business risk

I Level 3: Business Process

Has defined conditions tri%gering its initiation and defined outcomes/outputs at its
completion — where each business process is a link in a value chain

This is the level where we shift from a vertical to a horizontal beginning-to-end
process view

I Level 4. Business Subprocesses and Tasks

Enacted or called from another (initiating) process (or subprocess), and which forms
part of the overall process — helps to define reusable components

Task is a single, logical step within a process or subprocess
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Best Practices for

Business Function
Scheme




" A
Best Practice Components

1 Definitions and links to standards

1 Logical and physical reference models for consuming applications
and software engineering

1 Guiding Principles
1 Business Rules
1 Change Management Process

I Governance Model and Roles



Definitions & Links

Definitions that everyone can understand, interpret and
apply

Links to existing business views and schemes — they will
persist and your best approach is to show how they fit
iInto your framework

References to national or international standards (not the
same as business representation languages...)



Logical Reference Models
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Essential logical model is very simple — entities, relationships and status information.



Physical Implementation as Data Set
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"
10 Guiding Principles

10 Guiding Principles might be important to your business function scheme
— derived from Ranganathan...

Each category should be definitely and immediately understandable from its
name (ascertainability)

No two categories should overlap or should have exactly the same scope and
boundaries; each category has its own set of concepts, derivation rules and
content which defines its focus (exclusiveness, uniqueness and relevance)

The rules for creating, managing and retiring categories should be consistently
adhered to across all contexts (consistency)

Each category in a scheme should be defined in light of its parent category.
While moving down a hierarchy from top to bottom, the intension should
increas)e, and the extenson should decrease (affinity, decreasing extension and
context

Names of categories in a classification scheme should reflect the organization’s
business language (currency)



10 Guiding Principles

10 Guiding Principles might be important to your business function

scheme — derived from Ranganathan...

10.

When differentiating a category, it should give rise to at least two
subcategories (differentiation); not all levels in the scheme must be
differentiated, though;

Construction of a new class number shuld allow a large number of new co-
ordinate or sub-ordinate class numbers being added without disturbing the
existing numbers (enumeration and hospitality)

The categories in the scheme should be exhaustive of their common
immediate universe (exhaustiveness)

The categories should be presented in a logical order that serves both
classification principles and user convenience (helpful, consistent and relevant
sequence)

Naming and notation associated with a class should be consistent across the
overall scheme (namine and notation conventions)



=
Business Rules

I Business rules provide guidance and constraints for achieving
consistency in usage and application throughout the organization

1 Business rules help to ensure that:
There is consistent growth and development of the scheme over
time
That the scheme is consistently engineered and implemented
wherever it is used

1 Defined 18 business rules which apply to all levels of the scheme



"
18 Business Rules

1. The scheme is the controlling reference source for the core metadata attribute- business
function — it must be the control wherever that attribute is used

2. Specifications for this attribute are respected wherever the scheme is used (labels,
relationships, size, entry state, data structure, index status, repeatability, etc.)

3. Scheme is an institutional reference source and changes are not made directly in a consuming
application

4. Scheme values should be consumed directly as a web service from the authoritative source.

5. Levels may be used individually or as a data set (Yellow Pages may use Level 2, Case

Management System may begin only at Level 3)

6. When used as a data set, the hierarchical relationships must be enforced across all levels that
are used — not redefined in a particular application context
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18 Business Rules (Cont.)

18 Business Rules (continued)

All functional application should be updated when a change is made to the
scheme (picklists, unique values, browse structures, structured queries)

Systems using the scheme should prefer the unique ID to the name/label used in
the scheme

Categories should be archived from active classification when they are
superceded but never deleted from the scheme

Inheritance of values in enforced by consuming applications — the scheme
provides definitions of inheritance as guidance

Values in the scheme are used to describe how an information asset relates to the
organization’s business (asset is about that category, generated by it, or
consumed/used in it)

Information assets are not tagged to Level 1 (Business Areas) — but are
associated only through aggregation of Lines of Business or Business Processes
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18 Business Rules

18 Business Rules (continued)

Information Assets are always categorized to the most specific level

Information assets are categorized to only one level within a single
branch (Hierarchical path) in the scheme

Information assets may be categorized to multiple branches of the
scheme

Information assets may be categorized to different levels of the hierarchy
as long as they are difterent branches

Information assets should not be reclassified because a category is
archived. Assets should retain their original metadata and be accessible
through traced categories

Where the scheme is used for hierarchical browsing or searching, the
content publishers must follow usability best practices and guidelines
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Change Management Processes

1 Change management issues you will need to address include:

Who can initiate a request for a new component or change an existing
one

What types of changes in the business might trigger a change in the
business function scheme?

What type of changes can be made?

How are the changes requested?

How are requests evaluated (ie criteria)?

Who is consulted in the review and evaluation?
Who evaluates the requests?

How is the change announced?

Who executes the change?

Where is the scheme published?

What is the governing authority for the scheme?
What is the annual audit process?



Sample Governance Model & Roles
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" A
Governance Roles

1 A governance model might have five primary actors:

Business Stewards- representing the business architecture (i.e.
stewards of business areas, lines of business and business
processes)

Data Management Program
Information Custodians of the Business Function Scheme
Technical Stewards

Business Consumers



Thank you!

Questions & Discussion



