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Introduction 

What is PEAF 
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Pragmatic EA Ltd 

Vision 
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��
��������/���

·  7����������
�����

·  ,��#�	��%��	���
��

·  6��������
���
#	���

·  +#������#�����#�
�!����"��������	���
���%���

8����������� ��������
�������	#��#����	������������ �������������"���"��
��������	#��#����	����������� ����
�%%���	����
������!������������
���

$���	#��#��������������	�
����
��������������
��
�� ����%����	#�������!�����#���������
���������������� ����
����
��
�����!�����#�������� ������ �	������ �����������  �	��%��	���
��������	���!����
������%%�����

�
����������!�#��)+#������
���������,���*"��������" �����%%����� ���������������#%����#�#���		�#������� ����
�
%����
��������������������
�������������!�
���� ��� �����#	��	�������������%����!���������������������
 ����
������
��9�#������

Origin 
·  ����#����
��������:������%����
�����������������;�

·  +�����	�
��������	��%���������� ��&����;�

·  ����#!�����
�<����!������;�

·  ����#!�����
�<����!������=�

·  ,�����#���������#�����������������������#		����

·  ��#�
���5�>���������4�����

o �?@�A������������8$�8�
#�����

o 4��� ����
�����������!�	&���#�
�

o �:@�������������$�	���	��04��#�������	����	��

o :@�������������
����%�������	����	��

o ��������5�
��B�,�������������	�B������ ��&��

C������������
��

The following graphic shows the EA Strategies, EA Tactics and EA Objectives which flow from the goals of 
the enterprise that EA supports. Subsequent sections provide more details for each. 
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EA Goals �
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���������������#�#����

EA does not introduce these goals (or “Ends”) but it does help to provide the “Means” by which they can be 
effectively and efficiently achieved both for today and in the future. 

The goals are closely interlinked. Achieving one goal can compromise the others. For example, increasing 
Effectiveness without regard to Efficiency, Agility or Durability can have severe consequences for the 
enterprise. $���&������������������	�����������	��%������������ ��
������&����#�
��������
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Effectiveness �
It is obvious that EA does not introduce effectiveness to enterprises. If they were not already effective they 
would not exist.  It is therefore not a question of, if an enterprise is effective  or not. It is a question of how 
effective  the enterprise is. 

The obvious next questions are “How effective does an enterprise need to be? How do we know if we need 
to increase effectiveness or not.” 

These questions can be considered from two perspectives. 

��	��������� ��������� ��� �	�

�����������
How fast do I have to run in order 

not to be eaten by a Tiger? 

Slightly faster than the 
slowest of your 

competitors. 

����������
How fast do I have to run in order 

to be a winner? 

Slightly faster than the 
fastest of your 
competitors. 

EA cannot and does not determine whether an enterprise needs to increase effectiveness or not. 

EA helps to make enterprises more effective. 

Efficiency �
$������������	��	����
� ������ ��������
���� ����	� ���	������������%���������	������
�����
!#�������
#�������
����������������
���������	#���� ������
��#%%�������

Comparing the past with the world today… 

!"�������
In the past, operational efficiency was a key business driver and differentiator. 

This led to production lines, mechanisation and automation  

!"��#�	�
�
!�
��  

In today’s business world, operational efficiency is still important. 

However, as enterprises have got more and more efficient in this area the scope for 
further gains is reducing. 
In addition, because of a lack of attention to Transformational Efficiency, operational 
efficiency has been slowly and quietly adversely affecting Transformational 
Efficiency. 

Durability �
$�������������	�#�������	��%����������������������� ���������
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�������	�������������&�������!��������� ��

��������%��������
�����!������	�������
��"�!#����� �#�
�!��#� �������#�&�� ������	��%��������� �����	� ����
�������	�������������&�������!��������� ��
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Agility 
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� ������ ��������
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�%��������������� �
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%������
����� ���
���
����

�	���	� !"�������
!"��#�	�
�

!�
��  

Changes in Legislation Happened rarely Year on year 

Competitors strategic moves Happened rarely Weekly. 

The possibility of mergers and acquisitions Happened rarely Monthly 

Introduction of new products and services Happened rarely Daily. 

The wax and wane of suppliers Happened rarely Monthly 

The creation and demise of market and 
customer segments 

Happened rarely Bi-annually 

The creation and demise of market and 
customer Channels Happened rarely Bi-annually 

Changes in scale Happened rarely By the minute. 

The introduction of new machines (and 
technologies) Happened rarely Monthly 

Comparing the past with the world today… 

!"�������

Efficiency of change was not really important at all because things didn’t change 
very much. Enterprises tended to do produce the same products in the same way 
using the same people and the same tools for long periods of time.  
Things that could change which would require the enterprise to change only 
changed very slowly. 

When an enterprise did need to change (since processes were largely carried out by 
people who are extremely easy to change)  it could make those changes very 
quickly by telling those people to do different things, by employing more people or by 
sacking people. 

!"��#�	�
�
!�
��  

Enterprises today exist in an environment of constant and fundamental change, and 
therefore enterprises need to be able to adapt and change quickly to cope with this 
maelstrom.  

Those that can will grow and prosper. Those that don’t will succumb to those that do. 
When an enterprise needs to change today it cannot rely so much on the limitless 
adaptability of people to effect that change. 
This is because so much of how an enterprise does what it does, is now either 
completely or partially automated and the complexity of those automated systems 
and business processes is causing a severe bottleneck in the enterprises ability to 
react to change in a timely and commercially sensible fashion. 

Transformational Efficiency is becoming, and will grow even more to become, a key 
business driver and differentiator. This importance continues to grow year on year. 

�
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EA Strategies 
8���#%%�����������
�������"���������� ����4�������� �������
�������
�

Manage Cost 

·  Reducing cost is important to the enterprise but not to the exclusion of 
its other strategies. 

·  Reducing cost can and will have an impact on the other strategies. 
·  In some cases it may be to the enterprises benefit to increase cost. 

Manage Risk 

·  Reducing risk is important to the enterprise but not to the exclusion of 
its other strategies. 

·  Reducing risk can and will have an impact on the other strategies. 
·  In some cases it may be to the enterprises benefit to increase risk. 

Manage Agility 

·  Increasing agility is important to the enterprise but not to the exclusion 
of its other strategies. 

·  Increasing agility can and will have an impact on the other strategies. 
·  In some cases it may be to the enterprises benefit to decrease agility. 

Manage Quality 

·  Increasing quality is important to the enterprise but not to the 
exclusion of its other strategies. 

·  Increasing quality can and will have an impact on the other strategies. 
·  In some cases it may be to the enterprises benefit to decrease quality. 

The goals are �����������������
 . 8�������#	����%���������%��	�
�������"������������! ���������!���&
� ��
��
���
� � ��
��%��������������������
!�	&�	���!��� ���$���&������������������	�����������	��%������
�������������
������&����#�
��������
�
�	���������� ����	����
���
�������%�	����
���%��	��������
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EA Tactics 
8���#%%�����������
��4���������"���������� ����$�	� �	��������
�������
/���

Utilise Structural 
Models 

Provide the business with Models to aid Strategic Planning by providing: - 

·  A flexible Modeling Tool  

·  An extensible Metamodel 

·  Processes for managing the models. 

Perform  EA 
Governance 

Provide the business with governance to manage alignment to the Strategic 
Plan by providing: - 

·  A set of principles 

·  A governance structure 

·  Processes for performing governance 

Manage 
Enterprise Debt 

Expose and manage intangible debt created when short term tactical 
choices compromise long term strategic intent by: - 

·  Recording Enterprise Debt as it is created 

·  Managing that Enterprise Debt as change happens during the year 
and during annual business planning. 

Utilise Structural Models �

����%��������
������������	��%��1����������������� ����!�����$���#��������	���������������!�����������  ��
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����%��������������������	�����������������	�����" � ������������!������#���
������������!������,���
�
	��������������	��������� ���������%��������������� ��������
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Perform EA Governance  
$���%#�%���������������	�����������#�����������	��� �����%%���������
�����!����"������	����������#�
�
� ���
�		��
��	�� ��������!��������������	���
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Manage Enterprise Debt 
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Enterprise Debt Value (EDV) 
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Enterprise Debt Ratio (EDR) 
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EA Objectives 
8���#%%�����������
����	��	�"���������� �����!9�	�� ���������
�������
��

Objective 1: �
Prepare for EA 

·  Setting out the business case for starting an EA initiative and gaining 
the required remit, budget and resources. 

Objective 2: �
Implement EA 

·  Making the necessary changes and adjustments to the enterprise 
identified in the Planning phase, in preparation for it to be able to utilise 
Enterprise Architecture. 

Objective 3: �
Operate EA 

·  Utilising the products and processes set up in the Implementation 
phase to execute on the Strategies and Tactics and attain the goal of 
increased efficiency. 

�


�	���������������%��%�������"���%��������������
�� %�����������
��!#��
�����%�����#��
�������������
����
�������	�����
�
���	��������"�
� ��	���	�"��������"���
�6#��!�����������������

�
�



� �� ���������	�
����
���������� �� �
�

© Pragmatic EA Ltd 
Commercial In Confidence. All rights reserved. No part of the material in this document may be reproduced or utilized in any form 

���!�����������"�#����������	���������!�����!�����
 ��������
#����#�������
�����	��������������	�
����
 �
 

Page 16/23
�

What is the Purpose of EA? 
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Where does EA Fit into the Organisation? 
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How does EA Fit into the Organisation? 
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