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What does PEAF help you do?

Keypoint

F PEAF enables
you to mature

your EA capabillity.
Pragmatically.

Adoption
Management: Instigate
a project to ensure

Enterprise
Architecture

everyone related to
Transformation is

e O




Adoption

What does the Adoption section of PEAF contain?

Keypoint
The Adoption
section of

Adoption |awe

should be
adopted and
used.

© Pragmatic Framewurks. 43



Adoption

What Is the fourth step in Adopting PEAF?
Elaborating Keypoint

Designing

Ste p 4 Changes

allows you to

E _ ‘_%‘ decide what to
S DeS|gn £ change from
PEAF to your

Changes own XOET.

© Pragmatic Frameworks /¢
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Adoption Step 4 > Actions

When Adopting PEAF, what are the fundamental Actions in Step 47
J Step 4 | KeypOint

- Design Changes

 Measures gl Training Measures Use PEAF to
3 7 [z cEOF gl :
~L e |, — design your
s T i own XEAF
— L EA LS L —
MoEtivpa_tion o e Mcltiv::}tion Adoption
nter rlset Dependant gtee:q I’;.Snet :
l1 4 (l EA Project Team:
Ac‘tlons : — ) ACt|6nS FO”OW the 4th Step
- .
=2l | S ==l in PEAF for
| . . Pragmatic maturing your EA
p F ENTERPRI S E P
‘ ‘Em‘ ‘ GUIdanCe CONSULTING Capablllty_

[ =] ‘EE = ‘ v2020 May — © Pragmatic Frameworks
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Adoption Step 4 > Risks > The Brick Wall of Misconception

What are some common misconceptions regarding EA which can lead people to dismiss it?

Keypoint
There are many risks
related to increasing your
losing Strategic. = Maturity. 99% of these
Control are misconceptions. If
you do not address them,
YOU WILL FAIL.

lvory tower and

We don't do EA hypothetical

Benefits are A large
never achieved expensive team?

Nothing to do Are we there
with me, mate! yet? .
Adoption
C-Suite: Instigate an
We don’t live in | can’t afford a How many - e .
a perfect world modeling tool! paperclips? Initiative to Break

down the Brick Wall

e Let's model of Misconceptions
everything
f0 about EA.
= EE = - v2020 May S © Pragmatic Framewnrksﬂ
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Adoption Step 4 > Risks > Many People Hate EA

What are some common reasons why many people hate EA?

EA Is about
exposing
problems

EA IS about
benefit to
the whole

HE|ALE

EA Is about
exposing
mistakes

EA IS about
long term
benefit

v2020 May

Keypoint
EA is about Many people will hate EA
) because: 1. It exposes
breaking problems and mistakes, 2. It

- breaks down silos and
down silos fiefdoms, 3. It's about long

and fiefdoms ! term benefits to the Enterprise,

rather than short term benefits
to individuals.

Adoption
C-Suite: Reward; 1) The
exposing of problems and

EA Is about mistakes. 2) The breaking

inconvenient down of silos and fiefdoms. 3)
Striving for long term benefits

truths to the Enterprise, rather than
short term benefits to
iIndividuals.

© Pragmatic Framewnrks.
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Adoption Step 4 > Risks > Communication

If you do not do EA Communication, what will happen to your EA initiative?

Communication and knowledge transfer are the keys to

mitigating most of the risks associated with EA adoption. Keypomt
If you do not
For this reason, good quality and continuous knowledge Continually
transfer is mandatory if an increase in EA maturity is to be a :
SUCCESS. communicate, your

initiative will fail.
If it IS not done, or done badly,

S— Adoption
your EA Initiative WILL FAIL. EA Project
This Is not a risk. Team:
5 . Continually
This is a Certainty. communicate.
PO F - o DAL Lttt
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Adoption

What Is the fifth step in Adopting PEAF?

Constructing Keypoint
Developing
Step 5 _ Changes
5 s allows you
£ Develop ¢ tocreate
O  your own
Changes SOET

[= EE F | © Pragmatic Framewnrksﬂ :



Adoption Step 5 > Actions

When Adopting PEAF, what are the fundamental Actions in Step 5?
J Step 5 | KeypOint

Develop Changes
Measqres / ) | \ Measqres Use P3 tO
Snierprise Mitigate Risks Snierprise
- B develop your
Assessment Build Framework Assessment
e Ry G own XEAF.
S [ Current { -
- Motivation ~ |[freerse | e B -~ Motivation Adoption
I <) e -
1 o "1 EA Project Team:
~ Actions | | Actions Follow the 5th step
? .
=l T d=al in PEAF for

— Eraomatic maturing your EA
PELEF Guidance capability.

(= ‘EE = ‘ v2020 May i © Pragmatic Framewnrks.
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Adoption Step 5 > Actions > Setup EA Governance

What Is the purpose of the “Setup EA Governance” process?

Setup EA Governance

T T s Keypoint
i e e} Without proper
' | governance, EA will
o L[=Jl=] =) 9 most likely not
TR deliver much value.

Adoption
EA Project Team:

Design and setup
the EA Governance
changes required.

(= ‘E E = ‘ V2020 May — © Pragmatic Framewnrks‘ .



Adoption Step 5 > Actions > Prepare Process Change

What Is the purpose of the “Prepare Process Change” process?

Prepare Process Change Keypoint
Document / Understand Current State Analyse / Determine Target State Plan Transition W | t h O ut th e

: : Phase
Approved f :

fundamental
O - ®

; 5 processes, EA will
@m Disciplines — Discover Current Disciplit mOSt Ilkely nOt

5 ? deliver much value.
Q f@ Adoption

W@ EA Project Team:
| =gl Design and setup

Phases — Discover Current Phases — Define Target !
W@ xaaye the process

changes required.

[ =] ‘E E = ‘ | 12020 May i | © Pragmatic Frameworks _

o



Adoption Step 5 > Actions > Define the EA Meta-model

What Is the purpose of the “Define the EA Meta-model” process?

Define the EA Meta-model Keypoint
Discovery Defintion Plan Transition Wlthout an E A

Approved Cip'ete metamOdel, we
won't be able to do

Findojtwhat ] A;th:’tigtmjﬁ any SenSibIe

jﬁ l : _fmp;ﬁ?r_ modellig.

: Map Metamodels E23E ALS / \ O tl O n
EATF’YOJE?Ct to PEAF Ontology |J Develop Transition
eam Capability Model Plan
P FpXx F "
4l l . ey EA Project
_ _ Motivation Model
Determine Hybrid
EA Tool Metamod

e Team: Define
=

oadmap Model

IEFEH;;TE?JE the EA
metamodel.

(= ‘E E = ‘ V2020 May i © Pragmatic Framewnrks.
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Adoption Step 5 > Actions > Prepare EA Education

What is the purpose of the “Prepare EA Education” process?

Prepare EA Education Keypoint
o » Without continuous
efintion Plan Transition _ _
education, EA will
Al . _— not be sustainable.
> e O
" Boa Adoption
EA Project Team:
J PORFXERF | PERFXERF Develop EA
|dentify Create Develop Transition - -
@\ [ Stakehgl Rl Materia )* Plan } education material
EA Project by reusing 90% of
PEAF.
p‘EE F‘ V2020 May © Pragmatic Frameworks
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Adoption Step 5 > Actions > Prepare Culture Change

What is the purpose of the “Prepare Culture Change” process?
Prepare Culture Change Keypo Nt

Document / Understand Current State Analyse / Determine Target State Plan Transition I f yo u d O n ’t
et Complete

EAPject ‘ , Change the

Board It . I I
- _ N L EAFSSE Ald Cu ure, you WI
Determine Current Determine Target
—] Groups & o> Groups &
Relationships Relationships F A I L
\ J/ \ J -
- N JE AL SHE Al
Determine Current Determine Target
— People & = People & "
Relationships Relationships Ad O p tl O n
\\\, J \ J
, ) | SEEeEn EA Project Team:
Determine Current Determine Target J .
Values and Ethics Values and Ethics )
: . PEO A XE0 e Design the culture
- ~ HdEAGSIE AL Develop Transition
. - . Plan =
Determine Current Determine Target
@ ml | e changes required.
\&\, \_ \_ J
HR | . I I
P FpX F
— 2l gSs it IF you don’t, you wi
».| Determine Current ,.| Determine Target
Politics Politics F I L
L A

[ =] ‘EE = ‘ v2020 May i © Pragmatic Frameworks
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Adoption Step 5 > Actions > Select an EA Modelling Tool

What is the purpose of the “Select an EA Modelling Tool” process?

Keypoint
Select an EA Modelling Tool Without a proper EA
—_— modelling tool, we
won't be able to do
any sensible
modelling.

Adoption
EA Project Team:
Select an EA

modelling tool by
Proof-of-Concept
comparisons.

(= ‘E E = ‘ v2020 May _— © Pragmatic Framewnrks‘
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Adoption

What Is the sixth step in Adopting PEAF?

Transitioning Keypoint

Rollout

Changes
& Step o = allows you to
= = rollout your
g Rollout §  own XOET

O 2
Changes £ for people to
use.

Selal — o —




Adoption Step 6 > Actions

When Adopting PEAF, what are the fundamental Actions in Step 67?

Step 6 -
J Rollout Changes Keyp oint
- Measures | '
gg;irnpéfﬁt Mitigate Risks Use P3 to traln
4 | | your staff Iin
-~ Assessment | Framework Training
Enterprise | Target your Own XEAF
Dependant X|EE E
—— e Current Target
© Motvation = Adoption
et £ rrrrrr L | EA Project Team:
T | \ Follow the 6th step
P F Re- .
Lt in PEAF for
S _ maturing your EA
PELF Guidance capability.

(= ‘EE = ‘ V2020 May i © Pragmatic Framewnrks.
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Adoption Step 6 > Rollout Process Change

What Is the purpose of the “Rollout Process Change” process?

Rollout Process Change Keypoint
Without the
fundamental
processes, EA will
most likely not
deliver much value.

Initiation of
Transitioning

Phase
Complete
AI

BBBBB

Adoption

4.8 EA Project Team:
s [] [ o | | ey ] [] [ e | R ] Make sure key
iw L ‘ l l ‘ l process changes
TRaR are rolled out.

(= ‘EE = ‘ v2020 May i © Pragmatic Framewnrks.
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Adoption Step 6 > Actions > Setup the EA Meta-model

What Is the purpose of the “Setup the EA Meta-model” process?

) Keypoint
Setup the EA Meta-model Without an EA

Training Installation metamodel. we
N — won't be able to do
m,i‘ [ " ] any sensible
7 : E]ﬂ modelling.
\E/égggr' Meta-model .
; Adoption
() Initiation of EA PrOJeCt Team
(G | Tosen 1 Make sure
crrprs ‘—»[ | Mzizuaiﬁe. Eﬁ-‘ oeople get Meta-
(Typle 2) Meta-model - .
setup model training.

= EE = ‘ v2020 May N © Pragmatic Frameworks e
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Adoption Step 6 > Actions > Provide EA Education

What Is the purpose of the “Provide EA Education” process?

Provide EA Education
Keypoint
@ Without continuous
education, EA will
P not be sustainable.

Adoption
EA Project
Team: Provide
continuous EA
education.

© Pragmatic Framewnrks.
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Adoption

Step 6 > Actions > Rollout Culture Change

What Is the purpose of the “Rollout Culture Change” process?

HE|ALE

Rollout Culture Change

Change Culture

Phase Improved
Approved Culture

¢ o

b4 F|
Execute Cultural
Change Plan

1 x 7E|
Execute Cultural
Change Plan

Keypoint
If you don’t
change the
culture, you will
FAIL.

Adoption
EA Project

Team: Roll out

the Culture
change

© Pragmatic Framewurks.
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Adoption Step 6 > Actions > Rollout EA Modelling Tool

What Is the purpose of the “Rollout EA Modelling Tool” process?

Rollout EA Modelling Tool Keypoint
nstallation Trining Without a proper EA
4l Npr=y Eigrwn modelling tool, we
o won't be able to do
S )i any sensible
coaprse | S modelling.
IR - mre T
o EA Project Team:
“ Make sure Modelling
ﬁi Training Is part of
UE@ e |

— rolling out the EA
‘_’[ ]' [] modelling tool.

[ =] ‘EE = ‘ v2020 May — © Pragmatic Frameworks
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Adoption

What does the Guidance section of the Adoption section of PEAF contain?

Keypoint
The Guidance section
of the Adoption section
of PEAF defines what
IS used to guide people
In their decision

Guldance [eis
C-Suite: Follow
the Guidance In

the Adoption
Section of PEAF

© Pragmatic Framewnr‘ks‘ 'S




Adoption Guidance > What Is EA > Bridging the Gap

What gap does EA bridge?

Keypoint
EA Is about
bridging the gap
between Strategy

and Execution
EA is not a Destination. Adoption

C-Suite: Accept that
EA Is not even a Journey. EA is not about
Execution bridging IT and The
Business, but Is about
Bridging Strategy and
Execution.

(=] EE = ‘ 12020 May . © Pragmatic Frameworks Je\

Strategy

“The
Business”

EA iIs a way of Travelling.

(of Transformation)




Adoption

Guidance > What Is EA > You Decide

Pattern

X Architecture is...

..the
fundamentally
important
structure of the
whole of X...

... set In the
context of things
outside of X that

affect X, or are
affected by X

The Enterprise Context

I. |
PEINF

What is Enterprise Architecture?

Enterprise
Context

Keypoint

- -
Busin
Architecfure
- —

—_— <

Strategising

X Architecture, Is the

Contextual
— fundamentally important
Conceptual ( StrUCture Of X, SEt In the
Solutoning }  ghteclure : context of things
. The .
oo = = menke  gutside of X, that affect
Elaborating . .
- it, or are affected by It.
ysical
Constructing E)E:gfﬁ R

Operational

Adoption

Transitioning

\|

Things that

don’tuse IT A A
l {
The Enterprise

v2020 May

Things that
use IT

C-Suite: Understand

Physical
Stuff

fundamentally what
& the Architecture of

e

anything Is.

© Pragmatic Frameworks _
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Adoption Guidance > What Is EA > Solution Architecture

Where does EA and SA sit with respect to the phases of Transformation?

Note: All models exist in Current, Intermediate(s) and Target forms

o e e =) Keypoint
Strategising _
Busines: O | EA and SA are

Enterprise Context

Architecture @a, ea, sa)
y

Contextual PN rchitecture s Motvation Model,
Capablllty Model

Roadmapping L . . n Ot th e S a.m e
nterprise [ Operating Models (Structural), ] @ n n
rchitectu o Roadmap Models (Transformational) th I n g . E A I S n Ot

Enterprise Architects

Houion [ pam 2 g just big SA.

rchitecture =D

Conceptual

Solutioning

Logical
Solution

Flsborating Adoption
@ | e @ C-Suite: Understand
that Enterprise

@ @ e | Architecture is not

| & . big Solution
Architecture.

Users

Engineering

Transitioning

Note: All models ent, Intermediate(s) and Target forms

[ =] EE |= V2020 May © Pragmatic Framewnrks. .



Adoption Guidance > What Is EA > 160 Char Challenge > Question

What would happen if you asked 300 people to tell you what the purpose of EA is?

Kevin Smith !
PeaF - Cutting EA to the Bone

- www PragmaticEA com
See all Kevin's activity »

CHALLENGE:

Describe the purpose of EA in one 160 character SMS message

(including spaces, punctuation and carriage returns)?
Rationale: Pragmatically, if you can't describe the purpose of EA in one short
sentence, you will not get the ear of the people required to utilise it.

No rambling, ivory tower, interlectual monologues here. Just post your 160
characters.

Posted 4 months ago | Delete discussion

2020 M
PEINF aowy

Keypoint
If you want
to know the
purpose of

EA, ask
300+
people.

© Pragmatic Framewnrks. :



Adoption Guidance > What Is EA > 160 Char Challenge > Raw Word Cloud

Why is 1t difficult for management to understand what EA 1S?

Keypoint

suﬂwam changes

St iy tﬂmwmfra*sllm:tumELM'““M 300+ people

. eifective

mdam Sl[ale uyﬂﬂfﬂmﬂﬂﬂﬁ ﬂ: Ilﬂ[iliensme CAVioNmENt = ©® &=
e (STELONIZAkON:  use a lot of

tarms
auumanh
usml_]

= [pduce  stakeholders

E.
\::

S Vil S

Emsmn jﬁéﬁ'ﬁﬁ“ﬁ“} p"] cesse éq_-. g &5 | ¥ | & laoip | e _
Stllll;i:l&ﬁ IJEUD b architee umu[:ﬂllahﬂIiIBSE;ﬂ ggh El h n ﬂlﬂ d Iﬁe rent

ulanmnu Mmation = Sapapo. == ds wh
£ £l 10[MAU0N : 5 2 frate y|[;s' g ﬁSth WOTUS when
T e = Zﬂf!ﬂ'lal:ur%wa"siuhje Ble§ ?% Q"%d%““ﬁ hlﬁ%WSl gn = - describin O

- %‘ hmE_gh Eiﬁ:ﬁﬁm oiganizationel MK Awiily %'E:% | S g
5 3Hl|h1?: E hhiscive E | g- C_Tn- U"Eﬂ!lmma creale Emakmg the pu rpose

Elfciency =
= gesels =

a:l]alysm
of EA.

© Pragmatic Framewnrks‘ :
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Adoption Guidance > What Is EA > 160 Char Challenge > Analysis

What is the main lesson to learn from the 160 Char Challenge?

alignment [ Keypoint

Support If you ask 100

o people what is

Slanning the purpose of

EA you will get

Sé%klt';y/j’ Missior 100 different

Custorners responses that
Y ... oy only together are
G[r)f:vrvatsmty likely to give you

the full picture.

© Pragmatic Frameworks :
o
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Adoption Guidance > What Is EA > 160 Char Challenge > Analysed Word Cloud

If you remove synonyms, do people use many different words when describing the purpose of EA?

Keypoint

Architecting Removing
= lrategic:Planning,,  Mission synonyms, 300+

R Pmcesses people use a
= = _Jé[:lﬁn[: Auility small number of
iy S S Mﬂd |S different words
Al nmentl] S t when describing
!] Bﬂlsmﬂ UI]I][" the purpose of
EA.

: jmm ‘E E = ‘ v2020 May — © Pragmatic Framewnrks‘ ps °



Adoption Guidance > What Is EA > 160 Char Challenge > Description

What do we get if we arrange the keywords from 300+ people about the purpose of EA?

The purpose of Enterprise Architecture is to... Keypoint
enable an enterprise to realise its Vision through the '
execution of its Mission, whilst enabling it to respond to Arrangmg the
change and increasing its effectiveness, profitability, words of 300+
customer satisfaction, competitive edge, growth, stability,
value, durability, efficiency and quality while reducing WeE get a
costs and risks description of

by the Why

Strategic Planning, Architecting and Governance

supported by a Decision Support framework aligning all (purpose), How
parts of the enterprise

using (by) and What

Models, Guidance, Processes and Tools. (using) Of EA

. . °
© Pragmatic Frameworks
S ElALld - . 2.
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Back at 10:43




Adoption Guidance > What Is EA > 160 Char Challenge > Simplified Description

What do we get if we arrange the keywords from 300+ people about the purpose of EA into a short

sentence?
The purpose of Enterprise Keypoint
Architect e i When asking
rchitecture is to... 300+ people the
allow an enterprise to thrive guestion “What
by is EA?”, the

Strategic Planning, Architecture =~ answeris

and Governance surprising
' simple when
usSing you remove all
a Framework. the noise.

| i o
(=] EE = ‘ 12020 May : © Pragmatic Frameworks Je\



Adoption Guidance > Frameworks > Why use a PM Framework?

To mature PM, will utilising PRINCEZ2 guarantee success? Why?

If we wanted to be able to.. Keypoint

Clearly identify the products/dellverables of projects. -

- Ensure that they are produced on time and to budget. USl ng a. P M

- Focus attention on the quality of Products/Deliverables. .

- Make the progress of projects more visible to management. fram eWOrk Wl”

- Ensure that work progresses in the correct sequence.

- Involve senior management at the right time and in the right place. nOt guaranteed

- Allow projects to be stopped and, if required, re-started completely under
management control, at any time in the project’s life. SucceSS Not

Can we achieve all these things without utilisinga  using a PM
Project Management framework like PRINCE2? framework will

Will utilising a Project Management framework like NOt guaranteed
PRINCE2 guarantee we will achieve these things? failure.

(= ‘EE = ‘ v2020 May — © Pragmatic Framewnrks. : .



Adoption Guidance > Frameworks > Why use an EA Framework?

To mature EA, will utilising PEAF guarantee success? Why?

If we wanted to be able to.. Keypoint
Reduce costs, Reduce complexity, Reduce risk, Reduce cost of ownership .
- Reduce the time to make valid decisions USlng al EA
- Increase ease of change, Increase flexibility -
- Sweat the assets, Deal with Compliance fram eWOrk Wl”
- Improve the Business IT relationship, improve IT Governance
- Identifying and implementing process improvements nOt guaranteed
- Delivering projects to enable business growth
- Linking business and IT strategies SucceSS Not

Can we achieve all these things without utilising an using an EA
EA Framework like PEAF? framework will

Will utilising an EA Framework like PEAF guarantee NOt guaranteed
we will achieve these things? failure.

(= ‘EE = ‘ v2020 May — © Pragmatic Framewnrks. :



Adoption Guidance > Where to Start? > Can | start with one Department?

Why can you not start by arbitrarily choosing one Department or Business Unit?

. Keypoint
Strategising The “scope” of EA (at a
point in time) is determined
by the Enterprise Strategy

(at a point in time) not on a
Department or Business
Unit level.

Architecture

Department / Department /
Business Unit Business Unit

Adoption
Management: Accept
Dl that you cannot

arbitrarily choose to
start with 1 Department
or Business Unit.

Enterprise
ngineering

E

Transformation

P 1=ar-\ - V2020 May © Pragmatic Framewnrks‘




Adoption Guidance > Where to Start? > EA Catalysts

What mistake do many Enterprises make when faced with an EA catalyst?

Road-mapping,
Methods Governance & Lobbying,
Modelling & Discovery,
Metamodel

Tool — Review, Select, Install

| Discover, Analyse, |

Key

— Keypoint

| e | If you cannot invest
answe || s | | = || in an increase in EA
—| Maturity as part of

e . AN EA CatalySt’ you
Mergers & Acquisitions, Business Unit probably never will.
Consolidation, Introduction of New Products,
Services or Lines of Business, Outsourcing a Business Function, Adoption

Divesting a line of Business, Operational Cost Reduction, Business C-Suite: Mandate that

Transformation, Building Relocation, Strategic Planning, Increase
Business Agility, Efficiency and Effectiveness, Streamlining Business
Processes, Consolidation of Suppliers, Technologies or Applications,
Business Process Management, Business Process Re-engineering, Off| | IabUSL WS A k-1l
shoring, Market/Shareholder Pressure, make It sustainable.

— — N .
= EE = v2020 May © Pragmatic Frameworks e
| | 057

a proper EA capability and reuse 15% of
the catalyst work

| 5% Extra work required to setup/mature | Current State Target State Roadmap

If the 5% extra work is not done in the
catalyst project, 15% of the catalyst work
is thrown away.

Develop, Change

large change

Initiatives, preserve the

o



Adoption

Guidance > Where to Start? > Vision

What are the Strategic Goals of the Enterprise that EA is dependant upon and supports?

EEnds

Increase the Effectiveness,
Efficiency, Agility and Durability of
the Enterprise

of the Enterprise

...and therefore of “doing” EA

Strategic Goals

Support the Management of the
Cost, Risk, Flexibility and Quality
of Transformation.

Strategies

How Why

Use Structural & Transformational
Models, Perform EA Governance
and Manage
Transformation Debt™.

SEIAL

How

Increase the Effectiveness,
Efficiency, Agility and Durability of
Transformation.

Increase our Maturity in how we
utilise The Architecture Paradigm™

Goals

Objectives

\.

v2020 May
111:00|

O <
<
Y— Y
olNe]
n cC
© .0
O-I—l
88
Q=
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g
S

=0
N

<

Keypoint
The Objectives that
EA provides,
comes from the
Enterprise Strategy.

Adoption
C-Suite: Add increasing the
Effectiveness, Efficiency,
Agility and Durability of your

Enterprise and therefore your
Transformation Capability and
therefore your EA capability, to

the Enterprise Strategy.

© Pragmatic FramewnrkE.
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Adoption Guidance > Where to Start? > Goals

What are the Goals of EA?

Keypoint
EA Goals must
be born from the
Enterprise
Strategy.

Adoption
C-Suite: Add the EA
Goals: To improve the

Effectiveness, Efficiency,
Agility and Durabillity of
Transformation, to the

Enterprise Strategy.

[— ‘EE F ‘ © Pragmatic Framewnrks.

Effectiveness

Implications
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Adoption Guidance > Where to Start? > Strategies

What Strategies are employed to achieve the Goals of EA?

Keypoint
EA Strategies

must be born from
the Enterprise

- Strategy.
Implications
Adoption
C-Suite: Add the EA
Strategies: By Supporting

the Management of the
Cost, Risk, Flexibility and
Quality of Transformation,
to the Enterprise Strategy.

= ‘EE F ‘ © Pragmatic Frameworks
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Adoption Guidance > Where to Start? > Tactics

What Tactics are employed to support the Strategies, that are employed to achieve the Goals of EA?

Keypoint
EA Tactics must
be born from the

Enterprise

Strategy.

Adoption
C-Suite: Add the EA
Tactics: Using Structural
and Transformational

Transformational

Structural Models Models

Implications

Models, Performing EA
Governance and Managing
Transformation Debt™, to

the Enterprise Strategy.

(= ‘E E = ‘ v2020 May _— © Pragmatic Framewnrks.

Managing
Transformation
Debt

Performing EA
Governance

o



Adoption Guidance > Where to Start? > Objectives

Which phases of the Adoption of PEAF are mandatory?

Increasing our Maturity
In how we utilise

The Architecture | .. = 5 s

5 Paradigm™
3
S il [5) MEISE) Effectivepess,
Efficiency,
Agility,
/ Durablllty

Time

e AL
11:11

:E‘s
[
=
=
@
jEJ

Keypoint
The Objective of
using an EA
Framework must be
born from the
Enterprise Strategy.
Adoption
C-Suite: Add the Objective of

using an EA Framework is to
Increase your Maturity in how

you utilise the Architecture
Paradigm™ for defining
Enterprise Strategy and
Transformation planning.

© Pragmatic Framewnrks‘ .



Adoption Guidance > Tools > Types

What are some of the pros and cons of using Visio and Excel as your EA Modelling Tool?

Keypoint
Be aware of
Yes, but... the pros, cons

Can we just use Visio?

a Visio/DB or a
Custom Tool.

' ) - -
= ‘E E = ‘ v2020 May © Pragmatic Framewnrks‘ AN
| 11:14

Cost Minimal Small Medium-High

Visio + Visio + Custom
and
Training | None | Some Extensive I m p I I Catl O n S Of
Entity Consistency | Manual | Automatic Automatic u S I n g a
—— Visio/Excel or
C?)zsligtn;nclz?/ Manual | Manual Automatic




Adoption

Guidance > Tools > Issues > Ability to Use Information

For a Visio/Excel, Visio/DB EA Modelling Tool, how is the ability to use the information affected, as the
complexity and volume of that information rises?

Very Easy

Ability to use Information

Impossible

Visio/
DB

Visio/

Excel
\‘ @

Custom
Tool

—_— .

Very

Simple

HE|ALE

Keypoint
As the complexity
and volume of
iInformation grows,
the abllity to use
the information can
quickly become
Impossible unless
a custom EA
modelling tool is

" " Very
Complexity/Volume of Information Complex used.
v2020 May © Pragmatic Frameworks :
11:17 o O



Adoption Guidance > Tools > Issues > Effort to Maintain Information

For a Visio/Excel, Visio/DB EA Modelling Tool, how is the effort to maintain the information affected, as the
complexity and volume of that information rises?

Keypoint
As the complexity
and volume of
iInformation
grows, the effort
to maintain it can
quickly become
Impossible unless
a custom EA

Impossible.

Effort to Maintain Information

Very Easy . modelling tool is
\S/ﬁ;{)le Complexity/Volume of Information Com\ﬁg used.

[ =] ‘EE = ‘ v2020 May _— © Pragmatic Frameworks ps .



Adoption Guidance > Tools > Fundamentals

What are the three fundamental entities in any EA Modelling Tool?

Keypoint
View |roee Modelling tools should
be architected and built
e [ Entity"”"e"‘es View k) ON 4 fundamentals: 1)
RH Entities. 2)
. | [ Entity Relationships. 3
View e %, o, Properties. 4) Views.
;Q\Q 0/7@% 72
g Adoption
< _ — [ Entity EA Project Team: Favour
[ Entity””" eeeeee Rt moqlelling (0]0] (S thgt are
architected and built on 4

fundamentals: 1) Entities.
View [roee 2) Relationships. 3

Properties. 4) Views.

- 2020 M © Pragmatic Frameworks
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Adoption Guidance > Tools > Can | use my CMDB?

Why can’t we use the CMDB as our EA Modelling Tool?

Keypoint
YOU cannot use

EA Model CMDB

Plannin Purpose Operational
; i your CMDB as
Strategising, Roadmapping Phases Construction / yOU EA

Transitioning

modelling tool

Conceptual / Logical Type Physical / Operational beCaUSG their
Low Detai High purpose and
Management / Developers / Change content are
Architects Jsed By Managers totally different.

: ®
¥2020 Ma © Pragmatic Frameworks g
PEINF v g 7.



Adoption Guidance > Tools > Can | use my CMDB? > Content

Do CMDBs contain all the information you need to work with in an EA modelling tool? And if not, what is

missing?
Keypoint
EA Model - Scope CMDB - Scope ©= CMDBS Only
Strategic contain a
subset of
Business £:: Business Technical : :
Current $sz:z  Target Current Information
Technical £:: Technical you ne_ed 1_:0
Current $ssz  Target work with In
i j an EA

modelling tool.

. . i °
v2020 May © Pragmatic Frameworks g
PELF g 7.



Adoption Guidance > Tools > Can | use my CMDB? > Entities

Do CMDBs contain all the Current Technical information you need to work with in an EA modelling tool?
And if not, what is missing?

Keypoint
EA Model - Entities CMDB - Entites  CMDBs Only
| contain a
Strategic subset of
Business $:: Business Current
Current $::  Target Technical
££f  Technical Information you
o 22:  Target | need to work
with In an EA

modelling tool.

| == EE | = v2020 May © Pragmatic Framewnrksn AN
11:31



Adoption Guidance > Tools > Can | use my CMDB? > Attributes

Do CMDBs contain all the Current Technical Attributes you need to work with in an EA modelling tool? And
If not, what is missing?

Keypoint
CMDBs Only
contain a

— ~ subset of
HEEEN #{ Current
~~~~ fSSeRraneeAann Technical
EEEEE Attributes you
"""" > need to work

with In an EA
modelling tool.'

[ =] EE = V2020 May © Pragmatic Framewnrks. o
. 1134

EA Model — Attributes CMDB - Attributes

>
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=
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Methods

What does the Methods section of PEAF contain?

Keypoint
The Methods
section of PEAF
defines 'WHAT'
should be done,

I\/I et h O d S 'HOW'HEN-_

C-Suite: Instigate a
review of the Methods
used for Enterprise
Architecture, to
determine If their
maturity Is appropriate.

© Pragmatic Framewnrks‘ "




Methods Phases > Overview

What phase Is part of the EA domain?

K INt
y . = ] ]
e e & Roadmapping Is
=reraerf Motivation_ 3113 _Measures
E St 156 \Y) 11
M
A

ructural §
Capa ragetsiae 100E]  {7iomi  actions  rmeto
A L S
N

a Governance ] J ]
v L
MA TG L e 1 r I l a.S e tI l a.t IS
E[ structural B £ = 55 59 Structural Motivation Measures
3 QERALSSn 3= |25 Target State = ‘
Opelleuentsaeodel | 18 2gd — o
(CUI’I’ent) 2 s it Guidance t f t I E E
I |

Adoption
Management: Ensure
everyone in the

(Current)

Enterprise understands
How EA fits with respect
to Business Architecture
and Solution Architecure.

L — ‘EE - ‘ v2020 May — @; Pragmatic Framewnrks.

o



Methods Phases > Strategising

What work Is carried out in the Strategising phase?

Enterprise Context Str ate ISIn .
<Strateg|st (aka BusinessgArchitecgre) K ey p oint
EA supports the
Sometimes called Business Strategising
or Enterprise Strategy phase.

e.g. Value Propositions, Cost Adoption
Structure, Revenue Streams, R&UECUEIESIEHE
Partners, Channels, etc, eveEr%’t';r;er'lgghe

Mission, Vision, Strategies, :

. : _ understands how EA
Tactics, Goals and Objectives EIs iRt llae!

= ‘E E = ‘ v2020 May © Pragmatic Frameworks _
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Methods Phases > Strategising > Process

What Is the purpose of the “Update Strategy Model” process?

Strategising Keyp0|r_1t
e e [T If Enterprise

| Strategy Is not
, = captured in a
(Rev‘fh“e“ ﬁ‘;’;‘s’s%’é’r?“; =(Re\t¢1?§?r:£1?e%ri)g§t; T ’ ik Stru Ctu red Way’ we
| & can't use it.

. | Review and update | _ |Review and Update
' - the Vision - the Goals

Sign-off Enterprise
Strategy Model

Adoption
Enterprise Architect:
Ensure that
g Enterprise Strategy
IS captured in a
structured way.

- v2020 Ma © Pragmatic Frameworks
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Methods Phases > Strategising > Capability Modelling > With DOTS

Should you concentrate on the Capablities for Operate because that is the part of the Enterprise that earns
all the money?

Enterprise Context -

- .
Artefact “Capabilities” D I re Ct

N Business Model
N (BMO)
N

N

Keypoint
Many Enterprises only
create Capabilitly Models
110 for Operate and miss the
LE L strategically important
Direct, Transform and
Support domains.

N\

Strategy o
(BMM) Capability Model

Channah

rrrrrrrrrrr

S e — = Adoption
Enterprise Architect:
Use DOTS as your
highest level
Capability Model.

,,,,,,,,,,,,,,,,,,,,,,,

Operate

v2020 May
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Methods Phases > Strategising > Capability Modelling > With MAGIC

How do Methods (from MAGIC) relate to Capabliity modelling?

VU
Capability s Arnrise
Artefacts Artefacts - - e "
(Methods)
apall o U o
() 0 < G
cLNO0d Lapabllile
Guidance
Adoption
Enterprise Architect:
Technology
Capabilities Use MAGIC to
create Pragmatic
(Items) Capabilities.
A E|A © B

11:51



Methods Phases > Roadmapping

What work Is carried out in the Roadmapping phase?

Roadmapping

(aka Enterprise Architecture) K ey p O I n t
Roadmapping
CRoummng_ > gometimes called Annual -
IS “doing” EA.

Business Planning or

Transition Planning Adoption

_ _ Management: Ensure
Creates a portfolio of projects everyone in the

and roadmaps to be initiated Enterprise

: understands that the
over the coming year(s) core of EA work is

Roadmapping.

= ‘E E = ‘ v2020 May © Pragmatic Frameworks _
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Methods Phases > Roadmapping > Process

What Is the purpose of the “Create Roadmaps” process?
Roadmapping Keypoint
Accumulated
=0 Transformation
Debt™ |s reviewed

A Transformation

W
Board of Strategy .
Directors Complete d u rl n g
@ Enterprise [ Sign-Off ] [ Sign-Off ] [ Sign-Off ] [ Sign-Off ] I 20 ad I I I ap p I n g "
Strategy
- Model
Executive Comp|ete 4‘ 4‘ A :
g Adoption
[=) g > g > é gi
2 § 2 g £ g = =
2 5 2 5 2 3 2 g - .
0 3 ol AP Enterprise Architect:
X : N N > Update Pcrjinlciples | p u
< o B e :
e Lz ; Feed outstanding
nterprise ) y p < :
Architect —~ Analyse & Include —~ Create Brojeck
) » Transformation =/ Packs for Each
N - Debt™ Remediation Egt()rmglitge
f Undate Current Baseline Update Structural | < | Portfolio ran S O I I l a I O n
> 5 peratin Model Created Intermediate States Agreed
> g Operating Models (" Update Portfolio ) .
-4 | ) Agreed p e ™
ode | |
Strategic | (Transformational D e bt I n to
Planning . Roadmap) )

Roadmapping.

© Pragmatic Framewnrks‘ .
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Methods

Phases > Roadmapping > Intermediate Journey

How does the Enterprise Journey relate to a Physical Journey in terms of Start point, Destination, Way
Points and Pit-Stops?

:% CHAT PIeTVRE = — !ﬁﬂﬁ FAll
i, o ". i
1p rise J urne S
;“; p 1 y IIIIIIIIII 1._,,.-' INTERNET e r:.n!-:#nw
| O3 ks B
B T = y
Current | I I|H| Budget dget JJ.« Gri‘ﬁ""%rget
] )
G)bJectlve Objective cERODjective Objectke I /
- --.'p-* Vca = — e TR o - (Gl ]
' ' ' ' '
Year 1
) o ) o o) o) T
S 38 S S S S 5
p= = p= = p= = s
B AE £ = E £ 5
= @ © oy @ o} o
3 = = £ £ £ s
e 4 ] 0 '
Way point }- Way point Way point Way point
] : ] ) '
Start Pit-stop Pit-stop Pit-stop Destination
. a5 ”~
: AP A
Physical Journey ¥
" (e

SelAL

v2020 May
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Keypoint
EAIs not a
destination. EA IS
not a journey. EA IS
a way of travelling.

Adoption
Management: Ensure
everyone in the Enterprise

understands that EA Is not
a destination. EA is not a
journey. EA is a way of
travelling.

o
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Methods Phases > Roadmapping > Create/update Intermediate Models

What are Intermediate models created to satisfy?

Key Complies with Guidance Contravenes Guidance Remediates Contraventions K ey p O I n t
S ey oy INtermediate models
(N(IJW) 20% - \I{ear 1) Ieglslatloil - Year 2) productl- Year 4) Yefi\r 5 S a.tl Sfy B u S I n e S S
— and Technical
% % Objectives from the
% % Enterprise Strategy.
= P Adoption

D s Enterprise Architect:
- = Create intermediate
8 — models to satisfy
. . Business and Technical
(e.0. rep:ITac(:)ebf)euC: i(\)/f support (e.0. ProI\Ii(gl)ebj[?thfig(ra mission O bJ e Ct|VeS fro m th e
Apps - Year 1) critical Apps — Year 3) E nte rp rise Strategy

[ =] ‘E E = ‘ 12020 May _— © Pragmatic Frameworks e\



Methods

Phases > Roadmapping > Create/update Portfolio Model

What does the Project Portfolio represent?

Key Complies with Guidance

Keypoint
The Project Portfolio

Contravenes Guidance Remediates Contraventions

Business Objective Business Objective Business Objective

Current (e.g. reduce costs by (e.g. Comply with new, (e.g. Launch New Target
(N(IJW) 20% - Year 1) legislation - Year 2) product - Year 4) Yezi\r 5 eﬂ: e CtS
[ [ 1 g
_ Prog / Proj / Initiative Prog / Proj / Initiative SO o / Initiative tr a n Sfo rm atl O n
% Prog  proj/ niative B /o1 / lr:“tiam% % b etween th e
O B O | intermediate models.
2 : FE L Prog / Proj / Initiative
Prog / Proj / Initiative 1 2 .
— Initiative o — Ad 0] pt| on
C Prog / Proj / P10/ : : - - .
S rog/Proj/ | i —— % Enterprise Architect:
S nitiative -
— | ~ Create a project
S Prog / Proj / Initiativle Prog / Proj / Initia:ive s 7B " I_ p O rth I I O tO eﬁe Ct
Prog / Proj / Initiative it 'Vel | tran Sfo rm atl O n
IT Objective IT Objective

between the

(e.g. replace out of support
Apps - Year 1)

(e.g. Provide DR for mission
critical Apps — Year 3)

Intermediate models.

PEINF

© Pragmatic Frameworks
113:05| o O
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Methods Phases > Roadmapping > Enterprise Transformation Strategy

What two fundamental intertwined things is the Enterprise Transformation Strategy comprised of?

Key Complies with Guidance Contravenes Guidance Remediates Contraventions K ey p oin t
Business Objective Business Objective Business Objective The Enterpnse
Curren (e.g. reduce costs b (e.g. Comply with ne (e.g. Launch New Targe -
(Now) 20% - Year 1) legislation - Year 2) product - Year 4) Year 5l Tran Sfo rmatl on Strategy

IS composed of
Interlocking Business
and IT Transformation

Strategies.

Prog / Proj / Initiative

a];@él Strategy

Adoption
Enterprise Architect:
Create the Enterprise

D
@
@
=
)
D
(@)
S
(qu)
—

Current Model

T Transformation Strategy

Prog / Proj / Initiative

Transformation Strategy by
creating interlocking
Business and IT

IT Objective IT Objective
(e.g. replace out of supporfl (e.g. Provide DR for missionl - -
Apps -Year 1) critical Apps —Year 3) Tran Sfo rm atl O n Strateg |eS .

[ =] ‘EE = ‘ v2020 May — © Pragmatic Frameworks Je\




Methods Phases > Solutioning

What kind of work goes on in the Solutioning phase?
Solutioning

(aka Solution Architecture) KeypOI nt .
Solutioning Is
. Sometimes called “doing” Solution
 soutioning Initiating Architecture.
Logical
: : Adoption
e.g. I__oglcal Designs for Management: Ensure
particular parts of the everyone in the
Enterprise focussed on Enterprise
: : understands what the
partlcul_ar 3usmess term Solutioning refers
Objectives to.

= ‘E E = ‘ v2020 May © Pragmatic Frameworks _
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Methods Phases > Solutioning > Process

What is the purpose of the “Solutioning” process?

Solutioning Keypoint
Clarify Problem Formulate Options Design Solution If SO I Utl on ArC h |te cture

Requirement for a -

Solution Identified e £ | SN Ot car I’I e d O Ut
Q —Agreed{ Review Options JJ— N!)t—[ Rewewjolutlon J;Agreed properly, any EA WI II be

B : A Agreed} Agreed

[f seriously
5 5 compromised.

Solution

v v y
proane e %L?ﬁi?oﬁi%%h%%%'] [ ] -»[ ] [ ] Adoption

] ! ] | Enterprise Architect:
;1 Solution £ " 'Foreachoption. 7 7 “ronchosemoption. ©= = | O E nsure th at

\ J

| 2 '

| Create High Level |

A | '

Architect : |\ J )|
[ | |

| |

| |

4 )

(2 Analyse Conceptual

A
-

_ . Create Detailed Solution
. A mEine® = Transormation S Fmeas® [+ Transormaton || Gonpice PRSI
Solutioning is

'
'
] (

\ 4 ) \ 4 )
Assess against Create High Level Assess against Create Detailed
other Solution | Roadmap change

Architecture work Proposals

other Solution || Roadmap change
Architecture work Proposals

I |
I |
b |
gI\ J | )I
I |
I |
I |

carried out In a

structured way.

(= ‘E E = ‘ v2020 May © Pragmatic Framewnrks‘
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Methods Governance & Lobbying

What work is carried out in EA Governance & Lobbying?

_ Keypoint
Governance & Lobbying EA pyeF;formS
Aka Risk Management Governance down

to projects, and
The work that happens to accepts Lobbying

guide project execution up from Projects.
ensuring compliance looking Adoption

down (Governance) and Enterprise Architect:
raising issues and problems EEOIIuRElEIRERTHE

looking up (Lobbying) down to projects.
Accepts Lobbying up

from Projects.

[ =] ‘E E = ‘ v2020 May — © Pragmatic Frameworks _
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Methods

Governance & Lobbying > Process

What Is the purpose of the “Review Options and Solutions” process?

Governance & Lobbying

Requirement for a
Solution Identified

Not
ree
Review
Transformatlon
Debt Implicatiol
Review Options

Impl gt s, Escalate Some Enterprise

/J\ Debt Acceptable
XOR

Review g g . .
Problem Review Options Review Solution
Some
: Enterprise
; [ Debt
% = Review
) : Transformation
IStrateglc ' Not Debt Implications
nvestment '
Board EAgreed 7y

: Not Agreed
:Agreed
: Review
ransformatlon
Debt Implicatio
\/
f ) R dA y
Review Solution | % Transformation Accept Solutio
] Dot EDRgt RdmpChg
\

() \/ -
Solution

—(+)
Clarify Problem
Architect

O

Solution
Complete

PEAINF

v2020 May

Keypoint
Reviewing Options
and Solutions is
the heart of
Governance.

Adoption
Enterprise Architect:
Make sure EA

Governance reviews:
1. The Business
Problem. 2. Solution
Options. 3. Solution.

© Pragmatic Framewnrks‘
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Methods

Governance & Lobbying > Overview

Is EA Governance the highest, middle or lowest level of Transformation Governance?

QL )
P Best Enterprise SIS
= : Transformation
Practice Strategy
; ’ Strafegy
I I
dri‘!'/es drii/es dri;/es
¥ v ¥
Principles ?am
) : A f l
< | -
f__s Policies »——drives
A |

; confirms to T

s Standards

guided by
- ; I f\
confirms to
o : — quided by
Enterprise Architecture Assurance ‘ :

: confirms to
Q- i :
% ‘ Solution Architecture Assurance
T pn

Technical Architecture Assurance |

aE|ALE

v2020 May

Keypoint
EA
Governance IS
the highest
level of
Transformation
Governance.

© Pragmatic Framewnrks‘ :



Methods Governance & Lobbying > Dovetailing with the Project Process

What should we ensure about how EA work relates to your projects processes (SDLC)?

Strategising ‘'Roadmapping Solutioning Elaborating Constructing Transitioning .
sati ,ﬁ)rganisation ﬁ /Z;‘\\; ﬁ Org Change ﬁ; ﬂ Org Change 0Org Change i‘@ ﬂ
m ﬁ ﬂ roanisation Requiremen ts | N N Design Build & Test I\ Implement U
ption 7;1\&3 iress I B A . - w
m ol adl ol i Process ﬁ ﬁ ﬁ Process Change ﬂ ﬁ Process Change Process Change
ﬁ i‘@ ﬁ Requirements | i\ (N /A Design | AN Build & Test 7\ Implement
G) - - . - " ,QOperational ﬁ Ops Change i’\\x Ops Ops
o Option 2 erations Requiremen ts | Design n Build & Test I implem't WO r a S O
Business| Solution 4 i 4 = 5 2 User
O Problem | Options & ggl:imr)‘n Integration ! ntegraﬂon ﬁ Solunor! ﬁ ;zlillgl?&n.rt':tegmmn ﬂ ?7@ Acceptance
! Definition] Recommendation g = edor s AN Vendor X Testing
. System ] Change Detailed VQ System ﬂ_ System IﬂApplicaﬁon ﬁ 255::::;!
al g1 | Option3 e Requirements | Requirements Design Build Testing system | Technical | A%FSS = n
A A ::"" lication | 'mtegration | Acceptance esting
‘New System A B System | ft System El System ,_ﬁ_AppIic_alion In’:Sgration Testing Testing
_ ﬁ ] ﬂ (Buy) Requirements Design Build Testing Testing
Vo Option 4 ik ﬂ - - —
cs New System B .5, System 2 Detailed ﬂ_ System Detailed wﬂ; System leppllca(lon
! (Build) Requiremen ts | Requiremen Its Design Design Build Testing

‘ Business Architecture Assurance ‘ . t
Enterprise Architecture Assurance‘ p rOJ e C p ro C e S S e S
\ Solution Architecture Assurance \
‘ Technical Architecture Assurance (S D L C) .

Road Mapping Solutioning Elaborating Constructing

Adoption

BCM BPD LSD
Busil B Probl L Sy -
Capabity “Defniion "]\ g N E A P O J e Ct e a I,]n .
Map (Detailed)
RS =
TCM SOR { ™ JLB

Define the underlying
il ; Detailed
A Solution Options & .
Teu:hnu::,\I Capability Recommendation Rseqm;enlems FSD
ap usiness Problem (Detailed) pe{f;‘ :ﬁ?“'o"
Definition S B SD Functional System
Determine ossivle Design
oereeer | SOR Solution N DD

Business Plan Design RS

T I Governance/Lobbying

Recommiendation

Funding Gateways

System
Requirements Technical System
Specification Design Build U -
work dovetails with
1 [ []
Funding i Buid
S o0 |15 er your project processes
Business Case Request For Business Case Request For
Funding Funding

(SDLC).

(= ‘EE = ‘ V2020 May i © Pragmatic Framewnrks. .




Methods

Governance & Lobbying > Strategic vs Tactical

What is the common confusion between whether a project is Tactical or Strategic?

Strategically
Important work.

WHY are we doing the work? (Objectives)

U
[ul
>
M

Strategically
Important work.

Keypoint
Don’t confuse the
Tactical/Strategic reasons
for doing projects, with
the Tactical/Strategic
methods of executing
them.

Q
(@)
3
Done in a g Done in a
Tactical way. Strategic way.
Tactical ’ Strategic
Tactically Tactically
Important work. S Important work.
S
Done in a = Done in a
Tactical way. Strategic way.

HOW are we doing the work? (Actions)

v2020 May

113:28]

Adoption
Management: Ensure
everyone in the Enterprise
understands the difference

between a
Strategic/Tactical project,
VS a project executed in a

Strategic/Tactical way.

© Pragmatic Frameworks _
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Methods Governance & Lobbying > Transformation Debt™

What are the three fundamental things detailed on Transformation Debt™ Agreement?

Executing Project Portfolio Enterprise Debt K e 0 | nt
Transformation Debt Ratio™ (TDR) y p
g o [ TwIRY Remedia Transformation
£ Transformation surfaces as work L
£ o LG TR Debt Value . Debt™ Agreements
S [project [CN R | (TDV) Enterprise Debt
S o | < N N | R Short-term loans + eXpOSG
g = - | - | long-term loans + .
: Bonds payable + Tran SfO rmation
Accrued wages and utilities +
Income taxes payable De thM Val ye
Transformation Debt Agreement (TDA) | + Transformation Debt™ }ays .
Cost of Cost of Non- Cost of HISTRE=ES ) iad Ado P tion
Compliance Compliance Remediation
What resources What Issues and What Resources Ir\],\%(igst%d surfaces as sur;asces> In&ggf’ igd Man agement- EnSU re th at
(time, money, Risks (with will be requirelq to Change o Support :
hnge o | (ilieciiuic ) INNEN U Transformation Debt™
e to comply with | | - Complan? :
s - Agreements to expose: 1)

The cost of Compliance. 2)

Accept the i _ )
Provide the resources CRENEWENT RECURRING Cost Compliant Como rlli ant Remedial I h e COSt Of N O Nn-
required NOW . of Non-Compliance s P _ _
q c Lobbying and the FUTURE Key Complies with RN Fixes Previous

cost of remediation.

Business Decision

Guidance Qtravene Contraventions CO m p I I an Ce " 3) T h e COSt Of
C N R

remediation, are raised.

v2020 May © Pragmatic Frameworks
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Methods Governance & Lobbying > Transformation Debt™ > Ratio

If you want to be able to do work in a way that complies with Guidance, what must you first do?

Transformation Debt Ratie™ (TDR)

Keypoint

. _ medial. OVer tlme,
w  Fyounever PLAN®©  |ncrease the
mpliant m TW m w |ﬂ

| o wew Sut comalies ratio of Strategic
with guidance,  tO Tactical work.

Non-
ompliant

Non-
mpliant

Adoption
Management: Over time,

Transformation in a Increase the amount of
i * : Transformation work done Iin
ompliant W m E E I

Non-
ompliant

ompliant

a Compliant fashion, while

ompliant with @wdame decreasing the amount of

ompliant ompliant \ Transformation work done in

888
g
:
g

a Non-Compliant fashion.

Year 0 Year 1 Year 2 Year 3 Year 4
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Methods Disciplines > Modelling

What are the five key Stages (in order) in the Modelling Process?
Modelling

Determine Determine Populate

The Question Required Data The Model ‘I'Irr:;[aelg/lrg(tjeel Agﬁvggﬁéﬂe K ey p O I n t
Mj@ s = Modelling anything

Executive
Management

must follow a
@\% i — | | pragmatic process,

If it is to be of value.

é : E Model é
Determine Integrated Create Report
0 Required Data (Tabular or
‘ ? i § ;

Strategic
Planning

Diagramatic)
Integrate the
S Datasources with
N\

. , Adoption
Enterpise _*_ Enterpri_se Architec_t: When
| Modelling: 1. Define the

a - ’ Question. 2. Determine the
% y ® 5 ’ E

| ; i | Data. 3. Populate the
Provider Modeller Oﬁ’EWT
0 ; '

Model. 4. Integrate

i | Analysefor

Integration

Required
Data

-0 e Datasources. 5. Answer
: ; . Diagramatic .
’ e the Question.

V2020 May © Pragmatic Frameworks
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Methods Disciplines > Modelling > Populate The Model

How should we view the “Populate the Model” process? What is it akin to?

Keypoint
Modelling: Populate the Model ... POpU Iat| ng a

)
| |
% | Extract Data From m S
A g
Provider
ertto - -
Required Data —> Anggﬁ&gﬁﬁ!g o Common Format &
Determined Storage
g g
) )
% Identify Provider, Ll [ ]
> Checker, Owner | ) »| Analyse for Format [— X r I
| N\
1 ( Determine ) ( ) (
Create High L Indenti L | Software ani _ | Create i by Analyse for ¥
Plan & Esti asources o - Plan " Structure Update Data
Requirements ) y Model

0
2 gh Level dentify ] i d ( tailed lyse f d
&? | timates Dat J Hardware L I sts 'L P
\ q -

Modell A d t
) )
Indentify Is: R ) naly: | J O p I O I I

B Risk Duplic

Ko W wa— il ENterprise Architect:
& = Treat the Population
L: T : of Model _Data_ as a
- Data Migration
exercise.

[ =] ‘E E = ‘ 12020 May i © Pragmatic Frameworks _
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Methods Disciplines > Provide EA Education

What Is the purpose of the Provide EA Education process?
Provide EA Education Keypgint

MMMMMMMMMMM S Without

= Q. continuous EA
. Education, EA

e Wl will die.

@j@ e ]—_’O Adoption

Enterprise

| ' Architect: Provide
e | G — J.[ e | continuous EA
= Education.

[ =] ‘E E = ‘ 12020 May - © Pragmatic Frameworks _
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Artefacts

What does the Artefacts section of PEAF contain?

Keypoint
The Artefacts section
of PEAF defines
'WHAT' information is
consumed and

Artefacts [<==X&

C-Suite: Instigate a
review of the Artefacts
used for Enterprise
Architecture, to
determine If their
maturity Is appropriate.

© Pragmatic Framewnrks‘ _




Ontology > Structural & Transformational

Artefacts
What 3 Levels of Transformation are part of the EA domain?

Keypoint

2cture (B¢

1

- ) C
ZE-Q-ENdS (Vision, f e(’%j'iggloar?,s . |g : : e.g. KPI's, CS f e.g. SWOT Contextual . .. Business . <Busi <Busi e'?ésﬁr?iig;}sy e'%e\ga;)lijee
5 W 1 : 9. i oeg. 1 1 ! !
obbying |\ ;Oals‘ Objectives) ) Sl Directives Structural § Canetliness Specit Speci Capabilities Capabilitie
f 7 i 7 \ s \\ HOW
Roadmapping

fl ) [ 1 [z  (z.g. Effectiveness,

i : Efficiency, Agility, c tual i

7 ©g Detailed 7.€.9. Roadmaps, | |, inci 1 3 Durabilty, Cost, onceptua : eg.Business <Busi <Busi 9. Countrie e.g. Ethi

*  Objectives *project Portfolio | [* &9 Principles b eg Metrics * Risk, Quality, swcgrm 4 Igunctions ° Specif Speci gchn logies Segmant

- - . . Flexiility,
J K Shearing Layers ) HOW

Enterprise Context,
Contextual and
Conceptual
Information levels are
part of the EA domain.

Adoption
Management: Ensure
everyone in the

Enterprise
understands which
levels of information

relate to EA.

© Pragmatic FramewnrkE.
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Artefacts Ontology > Models

What Is a Business Model?

Enterprise Strategy Transformation Strategy K int
eypoin

(Business & IT) (Business & IT)
Enterprise Strategy is the
Business Motivation and
Capability models, set in the

= 4| context of the Business Model

I I I Contextual th .

5 TR, Business Motivation Model Capability Model Transformation Strategy is the
% Roadmap and Operating models,
ER Joenace Roadmap Model | C%?E?B‘;a' ‘ Operating Model set in the context of the Capability

and Business Motivation models.

Adoption
Enterprise Architect: Support the
creation of the Enterprise Strategy,
by modelling the Business Model,
Business Motivation Model and

Enterprise Capability
Mode.Enterprise Architect: Create
the Transformation Strategy, by
creating the Roadmap Model and
Operating Model.

© Pragmatic Frameworks
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Artefacts Ontology > Models > Relationships

What models are prerequisites to create the Transformational Roadmap and Target Operating Models?

Current Busmess Model Target Business Model K eyp O | N t
Key Partners, Res}(()?;ces Customer

e Pm\ég‘sultions Slrcugiture zms Pro\églslijgons Str%?:?flre Ig«ta;/:;rgcsa Channels, %?J%Toemngi’ Techﬁg%logies k h
§ gg Key Activities Psrgrdvtljcc;/ RelF TR TS I\/I a e S u re yo u ave
D = o3 ) .

ea | B |2 nfers g the correct input

N = - :
N = Current Capability Model Busmess Motlvatlon Model Tarqet Capability Model

5 | FE TR R T A Information for the

\Jn i p abilte Sp cifc I ~apal b||t|es: Tprkm)lital CTicanllial i p abiltie Sp cift ./ Sp cifc Tpr;)ltl cg;;r;)?liictiegs m Od e I yo u are

P P— —dnives
infers — delivers delivers

building.

£ | Current Operating Model Tarqet Operatlnq Model

MLEALALRL R myimie | 0 On
gl pm@m il @[ drives a | Ad p I

D T eq. 1 ) 7 . 5 €9 i eg o Ei

Al [ e e A i | s oot hg"fz- s

m ; ¢

Management:

_ _ Ensure EAs have
Architecture Projects [SAT] [SA] [SA] [SA] [SA] [SA] [SAT] [SA]] i .
Toprs the information
Engineering Projects requ”.ed to dO the”.

| Physical World ) jOb.

| == EE | = v2020 May © Pragmatic Framewnrksﬁ AN
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Artefacts Meta-models > Overview

What is the “normal” mental model of Business Strategy, IT Strategy and Projects

Enterprise Strategy Keypoint
BUS S The Business Strategy
UlieEE S e Business § I'T and IT Strategy are
iInherently linked and

cannot be thought of

Transformation Strategy separately

IT Strategy Business § IT

Adoption
Enterprise Architect:
Develop the IT Strategy at
the same time as the
Prajects Projects Business Strategy in an
Integrated way, not after
the Business Strategy Is

Plate A (Normal View) Plate B (Pragmatic View) thrown over the wall.

= EE - | v2020 May © Pragmatic Framewnrksﬂ
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Artefacts

Meta-models > Transformational

Enterprise
Context

Motivation Actions Guidance Measures Assessment
-
% _C_) _ VISION MISSION INFLUENCE
O = D
c ©O
—_ =0 GOAL STRATEGY POLICY
w - —
=N =
o S OBJECTIVE TACTIC RULE KPI CSF SWOT
Motivation Actions Guidance Measures Assessment
%_ PROGRAM PRINCIPLE
E (D)
) _8 PROJECT POLICY
S=
Transformation
Y REQUIREMENT INITIATIVE STANDARD S AR TEN

m
>
“ .

v2020 May

What are some examples of entities you would expect to find in a Business Model (Transformational)?

Keypoint
Specific Entities are
required to define
the Business
Motivation and
Roadmap models

Adoption
EA Project Team: Define
the Motivation, Actions,
Guidance, Measure and

Assessment entities, you
need to create the
Business and Roadmap
Metamodels.

© Pragmatic Framewnrksﬂ _



Artefacts Meta-models > Transformational > Principles

What are the main things detailed for a Principle?

PrinCiple Keypoint

The purpose of a
Name Statement Transformation Debt™
Agreement is to
Implications

expose Transformation
because
requires

Debt™,

[ =] ‘EE = ‘ v2020 May i © Pragmatic Frameworks

measured exists
has

Adoption
EA Project Team: Define
the Transformation Debt

Agreement entities, you
need to be able to record
Transformation Debt™

o



Artefacts

Meta-models > Transformational > Debt Agreement

What Is the purpose of a Transformation Debt™ Agreement?

Transformation Debt Agreement (TDA)

[ Scope ] [ Problem Type ] [

Transformation
Reference

I

Governance
Boundary

|

M&S

exists becasue \
/ mpact

[ Reasons ]

Impact

[Transformational ] [

Operational
Impact

|

mforms

/

has

L

Costs
Cost of Cost of Non- Cost of
Compliance Compliance Remedlatlon
= ‘EE = ‘ V2020 May _—

Vﬂms

Keypoint
The purpose of a
Transformation Debt™
Agreement is to
expose Transformation
Debt™,

Rationale

Adoption
EA Project Team: Define

the Transformation Debt

Agreement entities, you

Decision ]

need to be able to record

Transformation Debt™

© Pragmatic Framewnrks. .



Artefacts Meta-models > Structural

What are some examples of entities you would expect to find in an Enterprise Context Model (Structural)?

Keypoint
Specific Entities are
] required to define the
Enterprise Context,
Enterprise Capability
and Operating models.

Key
Technologies

Enterprise
Context

Customer
Key Partners, | | Key Resources
value Cost Structure HEUEILE Channels, Key Products/ segments,
Propositions Streams e AETlee Sy Customer
y Relationships

)

Methods Artefacts Guidance

BUSINESS ARTEFACT ~ ELECTRICAL
CAPABILITIES CAPABILITIES CAPABILITIES

" INFORMATION
CAPABILITIES

~ PHYSICAL
CAPABILITIES

~ CHEMICAL
CAPABILITIES

/~

LOCATION

"

BUILDING

'

DEVICE

Capability
Model

Adoption
EA Project Team: Define the
Method, Artefact, Culture and
Environment entities, you

SERVICE

FUNCTION

PRODUCT

need to create the Enterprise
Context, Capability Model
and Operating Model
Metamodels.

ACTIVITY
ADVISORY

PHASE

Operating
Model

'
TECHNOLOGY TANDARD APPLICATION

DISCIPLINE PEOPLE DATABASE

Wbl L

v2020 May © Pragmatic Framewnrks‘ e
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Guidance

What does the Guidance section of PEAF contain?

Keypoint
The Guidance section
of PEAF defines what
Information Is used to
guide people in their

G u i d an C e deconing.

C-Suite: Instigate a
review of the Guidance
used in the Enterprise’s

EA Capability, to
determine if their
maturity Is appropriate.

© Pragmatic Framewnr‘ks‘j.




Guidance Principles > Overview

What are the two main places that EA Principles come from?

Best Practice...

- Reuse before Buy before build
- Reduce complexity

- Sound business case

- Avold over engineering

- Open Iintegration, etc, etc, etc.

Enterprise Strategy...

- E.g. Outsource non core business
processes

- E.g. Consolidate to 2 data centres
PEENF

Keypoint
Principles come
from Best Practice
and your
Enterprise's
Strategy.

Adoption
EA Project Team:
Create Principles

from Best Practice
and your Enterprise
Strategy.

© Pragmatic Framewnrks‘ "u




Guidance Principles > Types

How do Pragmatic EA principles differ from “normal” principles?

L lethods il Artetects i ltems Keypoint

Don't think In terms

VWhat we want to achieve of Business and IT
(Ends) principles. Use
I I r MAGIC to
How we are doing it categorise them.
(Means) Adoption
i i r EA Project Team:
Universal Categorise
Apply Principles Universally Enterprise Continuity Enterprise Compliance PrinCipleS USing

I I | MAGIC.

(= ‘E E = ‘ v2020 May © Pragmatic Framewnrks.
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Guidance

Principles > Types > WHAT We Want to Achieve

Give some examples of Principles that guide WHAT we want to achieve (Ends)?

- Reduce Manual
Processes

- Consolidate
- Open Integration

HE|ALE

- Treat Data as Assets

- Do Not Duplicate
Data

- Make Data
Accessible

- Define Data
- Secure Data

- Ease-of-Use

- Common Use
- Security

- Minimise

Customisation

- Replace Legacy

Appropriately

- Increase

Independence

- Reduce Diversity
- Increase

Interoperability

v2020 May
14:19

Culture

Keypoint
When categorising
Principles, think in
terms of those that

guide WHAT we want
to achieve (Ends).

Adoption
EA Project Team:
Create Principles

that guide WHAT
we want to achieve
(Ends).

© Pragmatic Framewnr‘ksi_;; °




Guidance

Principles > Types > HOW We Will Achieve It

Give some examples of Principles that guide HOW we effect Transformation (Means)?

Methods Artefacts

- Artefacts Must Be

- Plan Ahead and
Organise

- Refactor Where
Possible

- Manage
Transformation
Debt™ Value

- Manage
Transformation
Debt™ Ratio

- Be Architecture
Centric

- Be Service Oriented

- Avoid Under/Over
Engineering

- Reuse

- Buy (for reuse)
Before Build

Complete, Sufficient
and Comprehensible

- Structured Modelling
- Relationships &

Traceability

- Have a Sound

Business Case

- Disagreement <>

- Explain Decisions
- Record Decisions
- Consider Context &

- Work Smart not Hard
- Consider Efficiency

- Consider the True Value of
- Prioritize Substance over

- Consider Future Benefit
- Expose Individual and

- Change Actions and Beliefs

- Don't Jump to Conclusions

- Think Strategically

- No Bullying

- Expose Problems

- Proactive Business Leadership
- Recognise Responsibilities

HE|ALE

v2020 May

14:22

Keypoint
When categorising
Principles, think in
terms of those that

guide HOW we effect

Confrontation

Implications

- Consider Important Non- "
Urgent Work Transformation
- Consider Things of
Fundamental Importance (M eanS) .

Things

Adoption
EA Project Team:
Create Principles that

Style

Contrary Opinion

over Perceptions

guide HOW we effect
Transformation
WEERSE

© Pragmatic Framewnr‘ks‘_i °




ltems

What does the Environment section of PEAF contain?

Keypoint
The Environment
section of PEAF
defines 'WHAT" tools
and frameworks are
required, 'WHERE' and
'WHEN'.

Adoption
C-Suite: Instigate a
review of the Tools and
Frameworks used for
Enterprise Architecture,
to determine if their
maturity Is appropriate.

© Pragmatic Frameworks ...




Frameworks > PEAF

When using PEAF what must we make sure we do?
S ~ Keypoint

- EE Frameworks
must work

together.

Current
Frameworks

Current Current
Frameworks Frameworks ;
Adoption

EA Project Team: Use

POET to make sure

Current Current yOU knOW hOW PEAF
ramenors Framevorks integrates with other
Current Frameworks you use

Frameworks

or intend to use.
‘ = ‘E m = ‘ v2020 May © Pragmatic Framewnr‘ksilb



BREAK!
Back at 14:43




Tools > Coverage

What Levels should an EA Modelling Tool cover?

Transformational

Roadmapping

Structural Disciplines

Keypoint
Any EA Tool
must integrate
with other tools.

Enterprise Context

Contextual

~~
<
w
<
L
<
om
~
(¢<b]
S
>
+—)
(&S]
(¢B]
=
<
L)

Conceptual

Adoption

EA Project Team: Make
operetiond | ‘ sure your EA Tool can deal
with Structural (MACE)

and Transformational
(MAGMA) information and
that it integrates with other
related tools.

= ‘E E = ‘ v2020 May I © Pragmatic Framewnr‘ks‘ o\



Tools > Vendors

Approximately how many EA Tool Vendors are there in the market?

gs ﬁrchi |atnll technologies mdesigﬂ K ey p O | n t

Many of the EA

- Tool Vendors,
B IOUNICOM syt e rafxc [INARTEC| [inspired] are not EA Tool

|- Vendors.

\* No Magic

ko\ CaSEWiSE i:{:i-';. essenpl;lqgcr FeookiNectim Future Tech Systems, In}@

A

>

=
G

—— 77| Iteratec Lnega

intelligile
e Adoption
BP]%ET]%{(T ..!osnﬂrw.zujbu ::-F.".“?";"_ﬁi‘ww, | BUGIIWO rej m EAP roj epct Team:

s Ml N MOWeTITETRl Consider, all the
%‘:!a ‘Visual 9 Paradigm @Eﬁ'

EA Tool Vendors
Commercial Open Source Iﬂ the market

= ‘E E = ‘ V2020 May © Pragmatic Framewnrksi_h;b
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Tools > Evaluation > Requirements

What are some of the areas/categories to be considered when evaluating EA Modelling Tools?

Keypoint
User

Importing Exporting Relationships Interface / When ev_aluatmg
case of use | EA modelling tools,

use a good set of

. Target and requirements.
Diagrams / Impact .
Views Analvsis Meta-model Intermediate :
d Models Adoption
EA Project Team:
el Use the Pragmatic
Management | Supplementary E)iﬁgf,:vtfd Dashboards EA Tool

Requirements when
reviewing EA Tools.

lp ‘E E = ‘ 12020 May © Pragmatic Frameworks e
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Tools > Evaluation > Process

What categorisations should be used to evaluate the requirements EA Modelling Tools?

Out of the Box Keypoint

The requirement is met (No Configuration or Tools that satisfy

- . requirements by
Customisation required) Customisation rather

than by Configuration
or Out-of-the-box,

Configuration

The requirement is met (Configuration Is Required) should be avoided.
Customisation Adoption
The requirement can be met (Customisation Is EA Project Team:

required) lgnore EA Tools that
No satisfy requirements
by Customisation.

The requirement cannot be met

‘ = ‘E E = ‘ V2020 May © Pragmatic Framewnrksi_g;b
14:54
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Tools > Evaluation > X-Requirements

What are some of the X-Requirements to be considered when evaluating EA Modelling Tools?

Keypoint
X-Requirements
- Meta-Data Inheritance are the key when

XA XC

Architecture

- Single Object

Configuration
- Bulk Upload

Table - Structured Upload - Dangling Relationships :
- 1st Order - Open ERD - Explorer Drag And assSessing EA
Relationships - Graphical Meta- Drop_ | Modelling Tools.
- Heterogeneous Model - Explicit Variants
Hierarchy - Hybrid - Analytic Charts :
- Foreign Key Metamodels - Quantitative Analytics EA P Adotp_l’glon U
Relations - Flexible Notation - Catalogue Data Mgmt rojec : =B
- Plain Text . Tool Integration - Round Trip the X-Requirements as
Encoding . Concerns & Engineering the key gating criteria
- Time as a Viewpoints when assessing EA

Fundamental Modelling Tools.

lp ‘E m = ‘ v2020 May © Pragmatic Frameworks /g
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Culture

What does the Culture section of PEAF contain?

Keypoint
The Culture section
of PEAF defines the
“The roles and the
culture required.

Culture

Adoption
C-Suite: Instigate a
review of the Culture
used for Enterprise
Architecture, to
determine if its maturity
IS appropriate.

© Pragmatic Frameworks /o



Culture

Organisation Structure > Traditional vs Pragmatic

What is the Pragmatic way to structure the main people working on a project as compared to the “normal”

way?

Traditional Pragmatic :
Keypoint
Chief Informati:)n Officer (CIO) Chief Transformation Officer (CXO) S OI utl on
Head of S B B | Architecture s too
ange Engineering Change Architecture .
, , Important to be
Mo | | Acpiteeure "] [ vo | [*553) | owned by Projects.
,,,,,,,,,,,,, —J
Soluti Soluti .
................................................... Engirlljggrr(]s) Arc%#ggtrzs) A d O p tl O n
BuRsiness |\/lProject( ) Business BuRsiness IVIProject( ) BuRsiness M a‘n a‘g e m e nt .
eps anager(s eps eps anager(s eps .
................. Project|Board . {_.......Engineering Project Board M Ove S O I Utl on
Architects work
Bﬁl\JSiTeStS Lecmicqcl golﬁtgont EBus_iness I!ec_hnical .
n r r ngineer ngineer
alys chitec chitec gineers gineers Out Of prOJectS.

v2020 May
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Culture Enterprise Architect > Two Types

How many fundamental Types of Enterprise Architect are there and what distinguishes them from each
other?

Keypoint
Recognise that there are
two types of EA: 1. Those
that improve how EA is

_ _ done. 2. Those that “do”

Improving EA “Doing” EA EA (Strategic
Transformation Planning

and Governance).

Type 2

Increases Strategic Adoption
_ _ Management: Ensure
Enterprise Transformation everyone in the
' ' Enterprise
Archltec_ture Planning and [ siedanes
Maturity Governance are two types of

Enterprise Architect.
‘ = ‘E E = ‘ v2020 May — © Pragmatic Framewnr‘ksii;b



Culture Enterprise Architect > Type 1 > Requirements

What is the purpose of a Type 1 Enterprise Architect?

Helps an
Enterprise to
Increase their EA
maturity

Focus

Communication,
guiding and
mentoring

EA Experience

Detailed

PN F

Keypoint
Executive Typically i
Management and transitory / Type_ 1 Enterpnse
the EA Team consultant Architects help an
Enterprise to
: _ iIncrease their EA
.
Pragmatic, matu rlty.
Enthusiastic, Agnostic, Persuade, Learn,
Articulate, Persistent, Investigate, Abstract, '
Strategic, Altruistic, Expose, Facilitate, Ad O p tion
Diplomatic, Open, Lead. Management:
Generalist.

Ensure everyone In

the Enterprise

Business Experience IT EA Experience
enerad enera understands what a
enera enera
type 1 EA does.
¥2020 May - © Pragmatic Frameworks &%



Culture Enterprise Architect > Type 1 > Duties

What are some of the duties of a Type 1 Enterprise Architect?

Strategising Evangelise the benefits of EA. Expose the fundamental problem Keypoint
and opportunity and propose the fundamental solution. Type 1 Enterprise

Architect’'s work, iIs

Evangelise the benefits of EA. Work with the EA project board to

Roadmappin L .
PPINg select an EA framework. primarily to; 1) Evangelise
Evangelise the benefits of EA. Train the EA Team in the selected the beneflts_ Of EA. 2)
Solutianin Framework. Work with the EA Team to a) articulate the EA vision Support the internal EA
d and gain buy in from business and IT leaders across the Team to mature how EA is
organisation. b) define the EA Risks and mitigation strategies performed.

Adoption

Support the EA Team to a) Document the organisation’s current EA
Management: Ensure

maturity, b) define a target maturity level and the benefits of

Elaborating

attaining that level, c) define a detailed implementation plan _

everyone in the
_ Support the EA Team to a) mitigate the risks, b) define the target Enterprise
Constructing Methods, Artefacts, Guidance, Items and Culture, c) define the
transition plan understands what a
Transitioning Support the EA Team to rollout the changes to the Methods, Type 1 P”mary Tasks
Artefacts, Culture and ltems alre.

© Pragmatic Framewnr‘ks‘_g- °
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Culture

Enterprise Architect > Type 2 > Requirements

What is the purpose of a Type 2 Enterprise Architect?

Strategic
Transformation
Planning and
Governance

Focus

Transformation
Planning and
Governance

EA Experience

General

PN F

Works With

Strategic planning
team & EA Steering
Group

Qualitites

Pragmatic,
Enthusiastic, Agnostic,
Articulate, Persistent,

Strategic, Altruistic,
Diplomatic, Open,
Generalist.

Business Experience

Deatiles

v2020 May

- Tem :
— Keypoint
Typically Type 2 Enterprise
permanent Architects do
Strateqgic
- Transformation
_
planning.
Persuade, Learn,
Investigate, Abstract, -
Expose, Facilitate, Ad O ptl on
S0 Management:
Ensure everyone in
the Enterprise
| understands what a
Detailed

15:20

type 2 EA does.
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Culture Enterprise Architect > Type 2 > Duties

What are some of the duties of a Type 2 Enterprise Architect?

Evangelise the benefits of EA. Contributing to the Enterprise

TR Strategy (Business & IT). Supporting the modelling, structured Keypoint |
Jhing description, and the relationships between the parts of the Type 2 Enterprise
Enterprise Strategy (Business, Motivation & Capability models) Architect’s work, is
Evangelise the benefits of EA, Creating the Enterprise prlmarl_ly_ to; 1) support
Roadmapping Transformation Strategy (Current, target and intermediate Strategising. 2) perform

Capability and Roadmap models). Lobbying up to Strategising Roadmapping 3) Govern
Phase, highlighti issed probl d/ tunities. - -
ase, highlighting missed problems and/or opportunities executing projects.

Governance down to Project Execution, ensuring strategic Ad t]
Solutioning guidance is followed. Accepting Lobbying up from Projects when option
missed problems and/or opportunities are discovered by Projects I\/Ianagement: Ensure

everyone in the

Elaborating Supporting Enterprise
ConStrUCting Supporting UnderStandS What a

Type 2 Primary Tasks
Transitioning Supporting are.

‘ = ‘E E = ‘ V2020 May © Pragmatic Frameworks /g
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Culture “The Management” vs “The Workers” > Most Valued Player (MVP)

How do many Enterprises view an MVP (Most Valued Player)?

“In many organizations, despite any rhetoric to the contrary, peOp|e alre _ K_eyPOI nt
While “firefighters” are

rewarded for dealing with crises and always necessary,

pr0b|emS The MVP is the one who came in at 3 a.m. to fix a problem, or who more resources need
reacts instantly to the customer's complaint. Such an organization overlooks the fact that to b a bI’OU ght to bear

these MVP's are putting out fires that e |ther th ey SEt as “fire prevention

themselves and/or they failed to do officers”.
anything to prevent Adoption
Then when we promote the MvP, VW@ \WWONder why nobody C-Suite: Reward
follows any prOceSSGS and everyone is always too overloaded those who prevent
to get any:[hing right the first time. Wt1y? _ ﬁreS, as mUCh as
Because that i1s the behaviour that iIs

those that put them
Out.

lp ‘E m F ‘ v2020 May _— © Pragmatic Frameworks 2
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Culture “The Management” vs “The Workers” > Comparison

What are some categories that can be used to illustrate how "The Management" and "The Workers" are
different?

Keypoint
You cannot change

« Personal Motivation .y s

cannot understand

what you cannot see.
« Career Outlook doption

EA Project Team:
Model the culture

® FlnanC|aI MO’(NEﬂIOﬂ between the
Management and

Workers.
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Culture

IT vs “The Business” > Is IT Special? > What vs How

Why is it important to consider WHAT the parts of an Enterprise does, versus HOW those parts do WHAT

they do?
The Enterprise The Enterprise The Enterprise Keyp O I nt
What they Do What they Do What they Do HOW eaCh part Of your
Enterprise does what
L [rormene | hey do, sh h I
100% 10086 — they do, shows the rea
. - 7 N contribution toward
PBU; 100% | | PBU; | 80% PBU; | 42% PBU,\, 20% achieving the
What they Do What they Do What they Do What they Do Enterprlses MISSIOn
How They Do It How They Do It How They Do It How They Do It Adoptlon
N W\ Z‘W\ /°% C-Suite: Instigate an
SBU; \| 20% SBU; \ 24.3% |  [SBYn_ 13.7% Initiative to calculate
What they Do What they Do What they Do hOW mUCh eaCh part Of
N :
How They Do It How They Do It x How They Do It the Enterprlse
D || e Name contributes to it's
Figure 1 Figure 2 | | Figure 3 | M ISS I O n "

v2020 May

15:31
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Culture

IT vs “The Business” > Is IT Special? > Yes, But Not Because it’s IT

Why Is IT Special?

The Enterprise

What they Do

PBU;

Y0

What they Do

How They Do It

20%  50%

PBN 10%

What they Do

How They Do It

30% |25% 20%
—

Finance = 149%

s

What they Do

How They Do It > g
F 45% l

gl _
o 60%

_» What they Do

How They Do It

lE

PEENF

5
9

>

H

4%

_» What they Do 4

How They Do It

N

v2020 May
15:34

10

70%

Keypoint
IT Is special not because
it is IT, but because IT
tends to be responsible
for a large part of HOW
an Enterprise does what
It does.

Adoption
Management: Ensure
everyone in the

Enterprise
understands that IT Is
special, but not
because its IT.
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Culture IT vs “The Business” > When Two Tribes Go To War

What are the "Two Tribes” in most Enterprises?

Keypoint
Recognise and deal
with the fact that IT

and The Business
do constitute “Two
Tribes”.

Adoption
C-Suite: Instigate an
Initiative to bring the
two tribes (Business
and IT) together.

© Frankie Goes to Hollywoo
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Culture IT vs “The Business” > Should IT Ever Say No to “The Business™?

Should IT ever say "No" to "The Business” and why?

Should IT ever say NO to “the business™? Keypoint
IT should never

say “No” to the
I'T should never say no. Business. It should

say “Yes, but...”.

EA does nhot make decisions. Adoption

EA Is a facilitator. Enterprise Architect:
Don't ever say No to

the Business.The
_ _ _ Business: Own the
Pros, Cons, Costs, Risks, Implications. implications of your

I'T should always say yes, but...

requirements
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Culture IT vs “The Business” > Comparison

List some ways in which "IT" and "The Business" are different.

Keypoint
SHELCH[MSWIEN  You cannot change
what you don’t
understand and you
cannot understand
Tactical what you cannot see.

Volatility

Strategic
Volatility

Characteristics

Maturity

Adoption
Enterprise Architect:
Model the culture
between IT and
“The Business”.

Control
Mechanism
Defence Tactics

Control
Mechanism
Effects

Control
Mechanisms
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Culture Roles > Qverview

What is the role of an Owner (Modelling)?

G G Ga 49

Keypoint
PEAF refers to

Board of Strategic EA Project
e Sierng Group - Boar various roles, most
o of which will already
m m m m ’\‘ m h exist in an
¥ T - L N ] Enterprise.
@@ Y 2] Adoption

igﬁygggt Provider Checker Iﬂlrtsmggf Mo;\;ller Owner Vendors EA PrOJECt Team
Map Pragmatic

@ fﬁ @ m @m Roles to your
Project Business Technical Employees Users | E nte rp rl S e : S rO I eS .
Manager Analyst Analyst
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Culture Roles > SIB (Strategic Investment Board)

What Is the purpose of the SIB (Strategic Investment Board)?

Keypoint

An SIB with allocated

Release more resources (people, time, money, increased scope, etc) where it is budget and power is
In the best interests of the whole enterprise to do so
P mandatory for

Governance &
Lobbying to operate
effectively.

Budget Holding Escalation Route

Strategic Investment Budget None Adoption
EA Project Team:
Create a Strategic
Transformation
Business Directors - Project Managers
CTOI/CIO/IT Director - Solution Architects Inves“.nent Boaro
Enterprise Architect . Business Analysts (SIB) with allocated

budget and power.
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Culture Roles > EASG (Enterprise Architecture Steering Group)

What is the purpose of the EASG (Enterprise Architecture Steering Group)?
Keypoint

Ensure that solutions conform where possible to strategic principles and An EASG with
roadmaps. Ensure that cross projects synergies are exploited where possible.
Ensure that all Transformation Debt™ is exposed. Request more resources delegated budget and

(people, time, money increased scope) where it is in the best interests of the power is mandatory for
enterprise to do so

Oy (2

R Governance &

Budget Holding Escalation Route LObbying '[.O Operate
e . effectively.
Delegated from the Strategic Strategic Investment Board
Investment Board Adoption

EA Project Team:

Create an

Enterprise Architect :
Head of Business Change - Project Managers Enterprise

Business SMEs - Solution Architects Architecture

Head of IT Development - Business Analysts _
Head of IT Operations Steering Group.
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APPENDIX

What does the APPENDIX section contain?

Keypoint
The Appendix
section

APPENDI X [l

the background
of PF2, POET,
PEAF and the

author.
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APPENDIX Keypoints

What are the Pragmatic Keys to Success?
Keypoint
All
Pragmatic
DoO0OKS
contain a
Keypoint
section.
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PEAF enables you to mature your EA capability. Pragmatically.

The Adoption section of PEAF defines 'HOW' it should be adopted and used.
Designing Changes allows you to decide what to change from PEAF to your own XOET.
Use PEAF to design your own XEAF.

There are many risks related to increasing your EA maturity. 99% of these are
misconceptions. If you do not address them, YOU WILL FAIL.

Many people will hate EA because: 1. It exposes problems and mistakes, 2. It breaks down
silos and fiefdoms, 3. It’s about long term benefits to the Enterprise, rather than short
term benefits to individuals.

If you do not continually communicate, your initiative will falil.
Developing Changes allows you to create your own XOET.
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Use P3 to develop your own XEAF.

Without proper governance, EA will most likely not deliver much value.
Without the fundamental processes, EA will most likely not deliver much value.
Without an EA metamodel, we won't be able to do any sensible modelling.

Without continuous education, EA will not be sustainable.

If you don’t change the culture, you will FAIL.

Without a proper EA modelling tool, we won't be able to do any sensible modelling.
Rollout Changes allows you to rollout your own XOET for people to use.
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Use P3 to train your staff in your own XEAF
Without the fundamental processes, EA will most likely not deliver much value.
Without an EA metamodel, we won't be able to do any sensible modelling.

Without continuous education, EA will not be sustainable.
If you don’t change the culture, you will FAIL.

Without a proper EA modelling tool, we won't be able to do any sensible
modelling.

The Guidance section of the Adoption section of PEAF defines what is used to
guide people in their decision making.

EA is about bridging the gap between Strategy and Execution
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X Architecture, is the fundamentally important structure of X, set in the context of things
outside of X, that affect it, or are affected by it.

EA and SA are not the same thing. EA is not just big SA.
If you want to know the purpose of EA, ask 300+ people.
300+ people use a lot of different words when describing the purpose of EA.

If you ask 100 people what is the purpose of EA you will get 100 different responses that only
together are likely to give you the full picture.

Removing synonyms, 300+ people use a small number of different words when describing the
purpose of EA.

Arranging the words of 300+ we get a description of the Why (purpose), How (by) and What
(using) of EA.

When asking 300+ people the question “What is EA?”, the answer Is surprising simple when
you remove all the noise.
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Using a PM framework will not guaranteed success. Not using a PM framework will not
guaranteed failure.

Using an EA framework will not guaranteed success. Not using an EA framework will not
guaranteed failure.

The “scope” of EA (at a point in time) Is determined by the Enterprise Strategy (at a point
In time) not on a Department or Business Unit level.

If you cannot invest in an increase in EA Maturity as part of an EA Catalyst, you probably
never will.

The Objectives that EA provides, comes from the Enterprise Strategy.
EA Goals must be born from the Enterprise Strategy.

EA Strategies must be born from the Enterprise Strategy.

EA Tactics must be born from the Enterprise Strategy.

A= -; ,*'i.‘aﬁﬂ);



The Objective of using an EA Framework must be born from the Enterprise Strategy.
Be aware of the pros, cons and implications of using a Visio/Excel or a Visio/DB or a Custom Tool.

As the complexity and volume of information grows, the ability to use the information can quickly become
Impossible unless a custom EA modelling tool is used.

As the complexity and volume of information grows, the effort to maintain it can quickly become
Impossible unless a custom EA modelling tool is used.

Modelling tools should be architected and built on 4 fundamentals: 1) Entities. 2) Relationships. 3
Properties. 4) Views.

You cannot use your CMDB as you EA modelling tool because their purpose and content are totally
different.

CMDBs Only contain a subset of information you need to work with in an EA modelling tool.

CMDBs Only contain a subset of Current Technical information you need to work with in an EA modelling
tool.
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CMDBs Only contain a subset of Current Technical Attributes you need to work with in an

EA modelling tool.

The Methods section of PEAF defines "WHAT' should be done, '"HOW" and "WHEN".

Roadmapping is phase that is
EA supports the Strategising p
If Enterprise Strategy is not ca

nart of the EA domain.

NaSe.

ptured in a structured way, we can't use It.

Many Enterprises only create Capabilitly Models for Operate and miss the strategically
Important Direct, Transform and Support domains.

Many Enterprises only consider the capabilities from the point of view of Method

Capabilites.
Roadmapping is “doing” EA.
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Accumulated Transformation Debt™ is reviewed during Roadmapping.
EA is not a destination. EA is not a journey. EA is a way of travelling.

Intermediate models satisfy Business and Technical Objectives from the Enterprise
Strategy.

The Project Portfolio effects transformation between the intermediate models.

The Enterprise Transformation Strategy is composed of interlocking Business and IT
Transformation Strategies.

Solutioning is “doing” Solution Architecture.
If Solution Architecture is not carried out properly, any EA will be seriously compromised.
EA performs Governance down to projects, and accepts Lobbying up from Projects.
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Reviewing Options and Solutions is the heart of Governance.
EA Governance is the highest level of Transformation Governance.
EA work has to integrate with your project processes (SDLC).

Don’t confuse the Tactical/Strategic reasons for doing projects, with the
Tactical/Strategic methods of executing them.

Transformation Debt™ Agreements expose Transformation Debt™ Value.
Over time, increase the ratio of Strategic to Tactical work.

Modelling anything must follow a pragmatic process, if it is to be of value.
Populating a model is a Data Migration exercise.

54
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Without continuous EA Education, EA will die.
The Artefacts section of PEAF defines "WHAT' information is consumed and produced and "WHEN'.
Enterprise Context, Contextual and Conceptual information levels are part of the EA domain.

Enterprise Strategy is the Business Motivation and Capability models, set in the context of the Business
Model. Transformation Strategy is the Roadmap and Operating models, set in the context of the Capability
and Business Motivation models.

Make sure you have the correct input information for the model you are building.
The Business Strategy and IT Strategy are inherently linked and cannot be thought of separately.
Specific Entities are required to define the Business Motivation and Roadmap models

The purpose of a Transformation Debt™ Agreement is to expose Transformation Debt™.

- ﬁ@““i’;:__' '-:'_:.':_
,_,..A/_// : ,f
A o “. -
A A |



The purpose of a Transformation Debt™ Agreement is to expose Transformation Debt™.

Specific Entities are required to define the Enterprise Context, Enterprise Capability and Operating
models.

The Guidance section of PEAF defines what information is used to guide people in their decision
making.

Principles come from Best Practice and your Enterprise's Strategy.

Don't think in terms of Business and IT principles. Use MAGIC to categorise them.

When categorising Principles, think in terms of those that guide WHAT we want to achieve (Ends).

When categorising Principles, think in terms of those that guide HOW we effect Transformation
(Means).

The Environment section of PEAF defines "WHAT' tools and frameworks are required, '"WHERE' and
'WHEN'".
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Frameworks must work together.

Any EA Tool must integrate with other tools.

Many of the EA Tool Vendors, are not EA Tool Vendors.

When evaluating EA modelling tools, use a good set of requirements.

Tools that satisfy requirements by Customisation rather than by Configuration or
Out-of-the-box, should be avoided.

Be aware that many Tool vendors can be very economical with the truth.
Welighting vendors to downgrade “customisation’” answers can be useful.
X-Requirements are the key when assessing EA Modelling Tools.
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The Culture section of PEAF defines the “The roles and the culture required.
Solution Architecture Is too important to be owned by Projects.

Recognise that there are two types of EA: 1. Those that improve how EA is done. 2. Those that
“do” EA (Strategic Transformation Planning and Governance).

Type 1 Enterprise Architects help an Enterprise to increase their EA maturity.

Type 1 Enterprise Architect’s work, is primarily to; 1) Evangelise the benefits of EA. 2) Support the
Internal EA Team to mature how EA is performed.

Type 2 Enterprise Architects do Strategic Transformation planning.

Type 2 Enterprise Architect’s work, is primarily to; 1) support Strategising. 2) perform
Roadmapping 3) Govern executing projects.

While “firefighters” are always necessary, more resources need to be brought to bear as “fire
prevention officers”.

=" st Sy



You cannot change what you don’t understand and you cannot understand what you cannot see.

HOW each part of your Enterprise does what they do, shows the real contribution toward
achieving the Enterprises Mission.

IT Is special not because it is IT, but because IT tends to be responsible for a large part of HOW an
Enterprise does what it does.

Recognise and deal with the fact that IT and The Business do constitute “Two Tribes”.

IT should never say “No” to the Business. It should say “Yes, but...”.

You cannot change what you don’t understand and you cannot understand what you cannot see.
PEAF refers to various roles, most of which will already exist in an Enterprise.

An SIB with allocated budget and power is mandatory for Governance & Lobbying to operate
effectively.
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* An EASG with delegated budget and power IS
mandatory for Governance & Lobbying to
operate effectively.

* The Appendix section contains information on
the background of PF2, POET, PEAF and the
author.

 All Pragmatic books contain a Keypoint
section. =
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What does PragmaticEA do?

Pragmatic
365

O

Connecting
the DOTS

O
@ O
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