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Taking Care of Business

The Enterprise Architect

Background:

Increasingly, organizations are seeking to ensure predictability in what they deliver in terms of quality, cost and effectiveness.  As well, a new management imperative has emerged to ensure continuous improvement and respond to shifting policy demands or new opportunities afforded by technologies.  This demands greater rigor in the definition and standardization of business processes across the enterprise and in their integration across functions.  All functions are viewed as integral to the delivery of the outward-facing service or product, and the role of “internal client” is being replaced by that of “business process owner”.  For example, enabling processes such as HR, Finance and IT are transformed from being internal services, to being partners in the overall business process of the organization – its “assembly line”.  The focus for this view across the entire organization is the Enterprise Architect.

The enterprise architect is the person who coordinates the design and oversees the implementation of the organization’s business processes, including its deployment of appropriate technology. The enterprise architect is responsible for ensuring that each and every one of an organization's business process decisions, whether or not it involves the use of technology or requires systems development, is made with its impact on the entire organization kept firmly in mind. It is the enterprise architect's job to look for common business processes throughout an organization so that the services IT creates can be reused.  An enterprise architect needs a high-level view that takes into account IT architectures for applications, data formats and hardware platforms, and how these three parts of IT architecture interact.  The architect needs to anchor these IT architectures in a clear understanding of the objectives of the Enterprise and its business processes.  
Given the complexity of modern business processes, the sophisticated nature of technology and the various other objectives such as security and privacy that need to be designed within the business processes of an organization, it is unlikely that any single individual could fulfill all of these requirements.  Rather, architecture plays out in a “federated” manner that involves the key functional architects (such as security, database, infrastructure etc.) that are needed to ensure enterprise coherence.  Thus, the governance of the function is at least as important as the job description itself, and this note describes both.

Increasingly, organizations find themselves in the process of precisely the kind of business process re-engineering that is highlighting the need for an Enterprise Architect function.  Often, organizational pressures emanate from the absence of such a defined role, as architectural direction is sought from multiple sources leading to confusion, duplication of effort and inconsistency.   In this note, we provide a framework of analysis for determining the nature of that function and its relationship with other key stakeholders within an organization.
Obviously, there are a number of functional architects who share in fulfilling the EA function; however, the creation of an architect role provides a singular focus for these activities and the incumbent is the “go-to person” who acts as an accountability centre for Enterprise Architecture.  Working with the functional architects and others, the EA ensures that the changes to Enterprise processes are consistent within an overall approach (architecture) and that processes within the Enterprise are harmonized and documented.  As the “Go-To person” for resolving such issues the EA personifies the focus on business processes and the enterprise’s commitment to a business process orientation.  Thus, although the position may not have line authority, the EA needs to have direct access to all staff throughout the organization; as a corollary, he/she must ensure that managers are kept informed of his/her activities.

Governance – A Federated Approach:

Architecture functions are distributed throughout the modern enterprise.  Some are within Corporate IT (eg infrastructure architecture), some may reside within a large IT project (eg application architecture), while responsibility for business process documentation often rests with Operations.  There may be instances where responsibilities for a given architecture are shared among organizational units.

Each of these stakeholders has a legitimate interest and accountability for an aspect of enterprise architecture.  A “federated” approach among the various architects is therefore recommended to ensure coherence and consistency.  In this approach, functional responsibilities for the various architectures continue to reside within the relevant organizational units; however, the various “architects” are brought together to discuss and decide the overall enterprise architecture within an Architecture Review Committee (ARC).  
The Enterprise Architecture role is one that typically has resided within the IT function, and is designed to bring an Enterprise-wide view of current and desired business processes to the IT development and maintenance function.  It is largely as a result of the IT function’s need for extreme rigor in the understanding and documenting of business processes that this role has been housed there.  Indeed, Enterprise-wide resource planning (ERP) is simply not possible without a consistent and comprehensive view of the organization’s processes, ranging from strategic planning through to delivery and post-delivery service.  Also, the importance of an architectural approach is perhaps most keenly felt when the organization is undergoing a major disruption to its business processes, such as the development of an IT system that involves major re-engineering and affects multiple organizational units.  However, in contrast with other thought leaders, FINEworks believes that this function must reside within the business operations unit.
The EA chairs the ARC, which can be expected to develop a coherent and consistent approach to change and to resolve most issues.  In the event of competing priorities or a call on limited resources, the ARC would define the issues and bring them to an executive Operations committee for resolution.  Ultimately issues of strategic importance to the enterprise or ones which represent a substantial expenditure would need to be escalated through the appropriate governance structure.  In this way, the EA bridges the “Business” view with the “Technology” view, providing a coherent and comprehensive direction to the development, maintenance and evolution of the Enterprise’s business processes.  
In order to understand the EA’s role, we explore these two dimensions.  
Business Process Orientation

Chart 2

A number of roles within the modern organization are primarily oriented around a business view of processes.  Users tend to focus on the business processes that are local to their needs, such as the processes involved in procurement.  Others focus on developing and maintaining common business processes.  Still others are pre-occupied with the alignment of business processes to corporate objectives or outcomes.  Chart 2 shows the continuum associated with the business process orientation.  Roles higher up the axis tend to be specialists and are not necessarily more senior within the organization.  This axis exists for each of the business lines of the organization, including its enabling processes.  This, the EA integrates not only the various business processes with the information technology, but also integrates the business processes with each other. 
Technology process orientation

CHART 3
Similarly, the intensity of the technology orientation varies within the organization.   Users and some IT support personnel are focused on the technology that they themselves use or maintain.  Others, primarily within the IT function, will be concerned with developing and maintaining a common IT platform for the enterprise.  Still others will be focused on optimizing IT across the entire enterprise in a fully integrated manner.  As with the previous chart, roles that are further to the left tend to be more specialized in nature and roles to the right are not necessarily more senior.  As the organization evolves in response to market forces, the EA will ensure that these new processes are aligned with its business objectives. 
Introducing an Enterprise Architect is a disruptive change to the organization: by creating a new focus (on business processes), many other roles will also be affected.  The following charts show this dynamic within an organization that introduces an Enterprise Architect during development of a major IT dependent project.  Chart 4 below maps some of the key players on a two dimensional matrix.  The green boxes indicate positions created within the project, and blue boxes are positions residing within the core organization.  Maroon letters indicate positions that would be expected to participate in the ARC. Key architectural anchors are shown in the red boxes, and include the IT Infrastructure Architect role (in our example, played by the Director of IT), and the Business Architect function which is played by the Director of Operations.  

CHART 4
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It is outside the scope of the present exercise to determine the precise roles of the IT and Business “anchors, or indeed of the other roles.  These will evolve as the enterprise architecture function takes root.  

There is a certain dynamic that will come into play as a result of the explicit commitment by the organization to a business process orientation.  This will result in a “gravitational pull” to cause the IT Architecture function to be informed by the needs of Business architecture and the Business Architect function to be informed by the potentials and constraints of technology.  Thus over time (perhaps within a year or so) we can expect that these roles will migrate “northeast” on the diagram.  This dynamic will have implications for the future organization as well.  
The organization’s project has created a number of architect functions shown in the green boxes.  In some cases, new roles were created to manage the increased work presented by the project, or to fill skill gaps within the existing organization.  The roles of “users” are generally concerned with own processes and technology.  To date, the IT focus of the Business Support Manager has been mainly from a user’s perspective.   However, the project is pulling that role higher up the process axis and to the right.  These pressures will only increase as the EA comes on stream and will further increase with the completion of the project.  Similarly, the Procedures Documentation Manager will be pulled up the process axis as she takes on a greater role as champion for common processes across the organization. 
CHART 5
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In the post-project environment the roles of project Business and IT Coordinators will likely disappear.  However, the key IT architect roles introduced with project will remain, although they may not be staffed on a full-time basis.  Other key roles within the organization will evolve in response to the emphasis placed by the organization on developing and sustaining an enterprise architecture.  Chart 5 shows how these forces might play out post-project.

The role of business architect currently played by the Operations manager will become more informed by technology; similarly, the IT infrastructure architect function, played by the Information Services function will become more involved with the business processes.  The procedures documentation function will play a greater role not only in documenting business processes throughout the organization, but also in championing their use.  Business analysts are not shown on the chart as they will be fewer in number and will support directly Operations. 
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Enterprise Architecture (EA) success will be determined by the extent to which corporate and line-of-business managers comprehend, support, and enforce the architecture.  By 2006, 10% of EA core teams will move out from under the IT organization’s management structure, with direct reporting relationships to either corporate strategy or corporate change management functions.  By 2008 40% of enterprise architects will have primary expertise in business strategy or process engineering.





- Meta Group, February 2005
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