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Enterprise Architecture Open House 2008



Today’s Discussion

• The OPS business areas need to 
– Be able to balance in-year pressures with mid and l ong term investment in business 

solutions 
– To improve their ability to deliver the services re quired to fulfill their mandate.

• Architecture provides a tool to improve decision making and portfolio management for the 
investments being made in relationships, business process, information management and IT. 

– To understand 
• What we have (assets),

Support the Program Life 
Cycle – end to end
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• What we have (assets),
• What could be done (alternatives) and
• Help us make choices (improve decision making and p rogram management)

– Maximize investment value
• Build, maintain and leverage knowledge (Assets, “Kn ow-How”)
• Identify, create and leverage Economies of Scale
• Identify and manage outcome Risk (+ve, -ve)

• We need to evolve through continuous improvement of the service portfolios and programs for 
business, information management and IT.

– Align and enable Continuous Improvement
– Identify, adopt and support Discontinuous Improveme nt

Cycle – end to end



Today’s Discussion

• Architecture provides a framework for understanding and evaluating business impact of choices
– Basis for informed investment  
– By business leaders, project planners, project mana gers, technologists, and business 

managers. 

• Enterprise Architecture can provide support:
– To evaluate and better understand the business value of 

• Doing nothing, 
• Doing something, or 
• Doing something else. Enable Better Choices 

over time
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• This session will 
– Review the business value of Enterprise Architectur e
– Explore the practical use of Architecture in unders tanding and making choices
– Recommend Enterprise Architecture as a valuable Pro gram investment 

over time



Today’s Discussion

• We will consider:
– Architecture’s role and capabilities in understanding  

• Solution Business Value, 
• Application Portfolio Value, 
• Service Management, 
• Accountability, 
• Return on Investment, 
• Project Value and 
• Governance 

Framework for 
Understanding & Evaluating 

Business Choices
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• Governance 
– Making a business case for architecture investments 

• Upfront and 
• Ongoing oversight/

• This discussion will leverage case studies in the Health, Transportation, Social Services, Telecom 
and Land sectors

Business Choices



Solutions in Context
- Fred Nagy, CMC

• Fred Nagy
– President and Founder of Solutions in Context. 
– Certified Management Consultant (CMC) since 1995. 
– Very experienced in identifying and articulating end-to-end business requirements and solution 

architecture through Contextual, Conceptual, Logical and Physical modeling
– Began with automating program management and workflow for grants and contribution management 

and tracking Citizenship Certificate Registration for Secretary of State in the early 80's
– Now has over 30 years of managing Business Process, Information and IT service delivery projects. 
– Specializes in end-to-end management, design, and QA for evolving integrated service delivery 

solutions.
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• Solutions in Context is 
– An Ontario based Business Information and IT Consulting Company. 
– Focus is maximizing business value from shared processes, information and information technology 

(IT) in the public, health, financial, service, and telecom sectors.
• Bringing business, information and IT together over time. 
• Our team has been providing support to the Public Sector since the early 1980’s
• Delivering integrated processes and information across organization units, systems and channels 

to provide customer service through a single number is not easy.  
• By maintaining a focus on the big, end-to-end picture we can help you mitigate the risks that 

would prevent a smooth implementation of integrated service into your existing operation.
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Program Management
- Principles

• Balance between enabling Change and maintaining Operations stability while 
evolving:

– The Business and its services
– The Business of IT (ITSM) and its services
– The IT Infrastructure and its services

• We need to understand business infrastructure assets:
– Relationships, 
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– Relationships, 
– Rules, 
– Requirements, 
– Design… Know what we provide, 

To whom, 

How well we are doing, 
and

What we will do to make it better and when



Program Management
- Relationship Clarity and Coordination
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Share the Journey 
but coordinate it



Align 
Business 
and IT 

Align IT
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and IT 
Governance 
with 
Business 
Goals to 
drive ROI

Consider 
the whole 

picture

Understand:
• Mandate
• Service
• Accountability



Program Management 
- Program/Portfolio Management and Decision Making

Shared 
Agenda
Shared 
Agenda

Management Team
(Decisions)

Management Advisors

Shared Services 
Change Agenda

Consultation & 
Planning

Governance Going Forward
What should 
we change, 
how and when ? 

Charters for:
• Solution
• Project

Decision Making = Project Management = Change Manag ement

What should 
we change, 
how and when ? 

Charters for:
• Solution
• Project
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• Project
• Release



Program Management
- Views

• Business Operations
– Business continuity requirements, Core functionality, Contingency and Disaster Recovery

• Access 
– Work Locations – Vehicle, Office, Home and Remote Locations and Type of information 

required 

• Information Flow and Management , Including Process, Interface, and Information handling rules 
(based on information classes, e.g. High, Medium, Low sensitivity)

• Organization Roles, Responsibilities including User behaviour and constraints (Rights, 
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• Organization Roles, Responsibilities including User behaviour and constraints (Rights, 
Obligations, Access, Authentication, Authorization)

• Application Behaviour and Interfaces including application component behaviour and constraints 
(Rights, Obligations, Access, Authentication, Authorization)

• Data Management and Interfaces including data stores, data administration and management, 

• Technology Infrastructure and Interfaces including information/application path security, 
session integrity and management, audit, control and roles and responsibilities.



Program Management 
- Sample Assets

• Information – Data that
– The organization has been entrusted with by clients, agencies and third parties (Collected)
– Is used in the work of the organization
– Is disclosed to others - particularly in linkages to others in the circle of care or in other support 

organizations

• Organizational Assets
– Reputation/Brand, Public Confidence, Client Confidence,  Relationships

• People
– Personal Physical Security - Staff, Clients
– Client Confidentiality, Quality of Service, Client Relationship

What is important 
to your business?
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– Client Confidentiality, Quality of Service, Client Relationship
– Staff Reputation, Staff Confidentiality 

• Processes
– Workflow Integrity 

• Know what is done, being worked on, yet to do
• What information and functions are available at the call centre (Tier 1, Tier 2, Tier3)
• Confidence that workflow is properly applied

– Capacity - Ability to process work in a timely way

• Applications
– Capacity, Integrity, Availability

• Technology
– Servers, Database Management Systems, Network

to your business?



Program Management 
- Business Risk Management

• Architecture as a risk management tool

• Enterprise Assets
– “Know-How” - Methods, Tools, Techniques, Processes
– “As-Is Knowledge” – Architecture Artifacts
– “To-Be Knowledge” – Architecture Artifacts
– “Risk Management” –Checkpoint Reviews and follow-up

Identify and manage 
outcome Risk (+ve, -ve)
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– “Risk Management” –Checkpoint Reviews and follow-up

• Help assess Opportunity and Vulnerability - Know Business and IT:
– Strengths
– Weaknesses
across domains
– Process, Information, Application, Technology, Organization, 

Security, Privacy,… 



Program Management
- Business Leadership

• Businesses need leadership
– To avoid future extinction and 
– Keep the lights on in the meantime

• We are all service providers and need to
– Maximize the value delivered by our process, information management, and IT 

investments
– Evolve through continuous improvement of the service portfolios and programs 

14www.solutionsincontext.ca Tel. 416 964-0997      email: fred.nagy@solutionsin context.ca@copyright 2008

– Evolve through continuous improvement of the service portfolios and programs 
for business, information management and IT

– Develop the ability to plan and execute discontinuous change

• Your business and IT organizations need to provide leadership in service 
management, architecture, and governance and leverage strategies to ensure:

– Accountability
– Project Success and 
– Maximum ROI

IT Service Providers faces multiple threats and 
opportunities:
• Business competition, 
• Business Process, Information and IT competition;
• Service Solution Innovation



Program Management
- Joint Service Planning

Service Business Plan

• Goals and Objectives

• Business Requirements

• Governance and Decision Making

• Service Offering 
– Service Offering, 

• Business Value, e.g. 
– Better information
– Lower costs, 
– Improved change Management

• Performance Management

Include depreciation, maintenance, refresh, knowledge 
management, decommissioning,…
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– Service Offering, 
– Performance Targets (SLA+),  and 
– Delivery Model (Technical, Application, 

Data, Organization, Business Operations 
Roles and Responsibilities)

• Budget
– Operations – Technical, Application, Data, 

Business Operations
– New Members Adoption
– New Service Planning

• Strengths, Weaknesses, Opportunities, Threats

• Future Investment 
– Rollout Extension to new members –

Implementation and Operations
• Technical, Application, Data, 

Business Operations (e.g. new 
hardware, licenses, support staff, 
new applications in future…)

– Service Extension/Expansion

Every service should have a business plan
- Transformation Strategy, Improvement Plan,  Business Operations



Architecture’s Roles and Capabilities
- Support for Business and IT Service Management

Strategies

Systems

ProcessesApplications

Information

Decision Making: What to Share? What to Control? When?...
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Processes

Rules

InfrastructureSupport

Relationships

Applications

To share core applications, you must share some Bus iness Infrastructure To share core applications, you must share some Bus iness Infrastructure 



Architecture’s Role and Capabilities
- Alternative Paths 

• Architecture provides a framework for understanding and evaluating the business 
impact of business choices

– What we have in place - Operations (Plant – In-year) 

– Where we could/will want to go - Strategic Direction  (Potential – 3+ year) 

– What we could/will offer - Service Models (Possible  - 3 year) 

– How we could/will deliver - Solution Models (Probable – 2 year) 
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– How we could/will deliver - Solution Models (Probable – 2 year) 
– Reasonable steps we could/will take to get there - Change Management (Chosen 

Path) 

• Maximize investment value

– Build, maintain and leverage knowledge (Assets, “Know-How”)

– Identify, create and leverage Economies of Scale

– Identify and manage outcome Risk (+ve, -ve)

Integrated Multi-year 
Design Path



Architecture’s Role and Capabilities 
- Change Management Context

Information Infrastructure  -

S
T
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S
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P
A

Enterprise Architecture Provides knowledge and Guidance
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Architecture’s Role and Capabilities
- Enabling Business Choices

• Solution Business Value – Program outcome/service metrics

• Application Portfolio Value – Delivery Effectiveness and efficiency support

• Service Management – Planning, Direction, Monitoring, Control, Incident, 
Problem, and Change 

Informed Choices
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• Accountability – Decision Making, Problem Escalation

• Return on Investment –outcome/service metrics, effectiveness, and 
efficiency

• Project Value – Change Management

• Governance – Investment Management



Architecture’s Role and Capabilities 
- Change Management

Services, Assets, Change Initiatives, Projects
Brand/
Relationships

Client Service

Connections

Manage change – End to End
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Context Solution Implementation

Applications 

Technology 

Longevity

Use enterprise gating processes to guide the journey, manage integrity and 
improve knowledge, re-use, and capability



Architecture’s Role and Capabilities
- Communications Tool

• Explain the value of proposed investments and the cost of not making them

• Sample investment values to consider:
– Alignment with OPS, Sector, Industry – Position to deliver outcomes, leverage 

economies of scale and/or manage risk
– Learning – Investigate the potential, possible, and/or probable  
– Foundation – Enable the journey
– Migration Step – Improve probability of desired service catalogue

Communication Tool – Resources are 
scarce and need to be negotiated over-time
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– Leverage shared service(s) - – Improved effectiveness/efficiency
– Leverage business infrastructure – improved effectiveness/efficiency
– Maintenance – Retain value of investment, “keep the light’s on”
– Refresh – Replace component(s) at the end of their expected life cycle

• Sample Expenses
– Fix – Restore service
– Re- Work – Modifications to assets and work in progress due to “missed” design
– Re-Build – Re-construct components due to unexpected deterioration

Manage the “Plant” - Avoid Surprises



Business Case for Enterprise Architecture
- Why Spend on EA?

• Investment Management  - Resource Allocation
– Plan, Direct, Control, Monitor  

• Reduce risk of “missed” management 
– Missed knowledge
– Missed alignment – Sector, OPS, Industry, Public Sector,…
– Missed economies of scale

No investment is  
isolated
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– Missed economies of scale
– Missed risk management
– Missed opportunity

• Lay foundation for future improvement

• Know what is “structural”

• Establish evaluation criteria for components – make it easier to choose

Maximize Business 
Value from 

investments



Business Case for Enterprise Architecture 
- Clearer Business Choices

Architecture Value

• Create and maintain asset  Knowledge 

• Assess and select Investments – Impact, Value

• Assess and maximize Alignment 

Enable Better 
Decisions

Building without Design and QA often 
results in surprises, large overruns (build 
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• Identify and leverage Economies of Scale

• Identify and manage Positive (+ve) Risk 
– Ensure desired outcomes are more likely and if they occur the impact is 

maximized

• Identify and manage Negative (-ve) Risk 
– Ensuring un-desired outcomes are less likely and if they occur the impact is 

mitigated

& operations), and inferior program 
performance

Designing without Architecture results in 
“missed” management 



Business Case for Enterprise Architecture 
- Analysis Support

• Need to know:
– Where we are, 
– Where we want to go, 
– Who can help us, 
– What will it take
– How long it will last
– What will it take to maintain and replace it long-term

Enterprise Architecture as a 
Change Management Tool
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– What will it take to maintain and replace it long-term

• Architecture
– As Built Business, Information, Technology, ….
– Strategic Possibilities/Risks
– Structural Supports/Constraints
– Operational Impact/Value
– Change Management Tools



Business Case for Enterprise Architecture
- Competing for Resources

• All projects compete for corporate resources
• Need a clear picture of Fix, Change, Service Change, Program Change

– Why a component looks the way it does, how it should be used, 
constraints on change

• Build and maintain Business Infrastructure 
– Thin, leverage other solutions

• Sector - Evolution and Relationships
Form Follows Function

25www.solutionsincontext.ca Tel. 416 964-0997      email: fred.nagy@solutionsin context.ca@copyright 2008

• Sector - Evolution and Relationships
• OPS wide
• Public Sector
• Industrial Solutions

– Leverage innovations
– Depend on heavy lifting solutions

• Over time – aligned investments typically have a better statement re Return 
on Investment, and better track record competing for funding

• Architecture artifacts should be tailored by audience – e.g. Strategic 
Business  Decisions vs. Solution Acquisition vs. Custom Build



Business Case for Enterprise Architecture
- Invest In Architecting Investments

• Enterprise Architecture as a tool to:
– Build and maintain asset knowledge 

• What we have, 
• How we could leverage it
• Identify structural components (business, information and IT) to be 

respected
– Improve and leverage “Know How”
– Understand Impact of proposed alternatives
– Align Decision Making – i.e. making informed choices

• Potential Directions and Strategies (3+ year)

Design with Enterprise Architecture to 
maximize return on investment
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• Potential Directions and Strategies (3+ year)
• Possible alternatives for Service Strategy (3 year) 

– Business Model, Service Offering, Supply Chain Relationships,…
• Probable Service Design (2 year) 

– Catalogue, Solution Process Design, Supply Chain Catalogues
• Operations (1 Year) – Service Catalogue, Service Operations, Supply Chain 

Commitments
– Identify and leverage Economies of Scale

• Common/Shared Services, Solutions, and Infrastructure
• Common/Shared Models, Know-How, and Tools

– Identify and manage risk (+ve and –ve)



Business Case for Enterprise Architecture
- How much to invest?

• Allocate a percentage of investment to improve ability to manage the 
investment within and across projects:
– Strategic Architecture - Context, Mandate, Services Policies, …
– Solution Architecture 

• Need to manage:
– As-Built, 

Support Continuous 
Improvement – Reinvest
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– As-Built, 
– To-Be
– Solution Steps over time



Business Case for Enterprise Architecture
- Investing in Architecting Investments 

• Example Investment  of 100% over rolling three year period 

– 3 year – 15% of investment 
• Strategy – 5%
• Program Management – 5%
• Architecture  Strategy – 5%

– 2 year – 65%
• Project Management (5%)

Need to share strategic 
architecture investments and 
identify shared investments 

28www.solutionsincontext.ca Tel. 416 964-0997      email: fred.nagy@solutionsin context.ca@copyright 2008

• Project Management (5%)
• Design (30%) including Solution Architecture (5% )
• Build and Test(30%)

– 1 – 20%
• Certification and Acceptance (10%)
• Implementation (5%)
• Lessons Learned, Governance, Continuous Improvement (5%)

• Architecture spend should typically be less than 10% of investments



Enterprise Architecture
- Conclusion

Value 
Management

Enterprise Architecture is a program management tool and a 
strategic business  investment!
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As-Is
Architecture

To-Be
Architecture

“Know-How”

Value Management – Ensuring Ability to Support Busin ess Evolution



Presentation Material

The presentation content can be obtained by contacting:

– fred.nagy@solutionsincontext.ca, tel. 416 964-0997
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Additional Slides
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Service Driven Architecture 
- Flexible Service Architecture  
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Service Driven Architecture 
- Flexible Service Architecture  
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Solutions in Context – Business and IT by design

• End to End Business and IT Integration
• Integrated Case Management
• Information Management and Flow

• Client Relationship and Experience Design
• Business Process and Information 

Management
• Project Management

Solutions in Context is a business management, info rmation and IT consulting firm 
specializing in Information Access, Flow & Manageme nt and in end to end solutions 

for Integrated Service Delivery, Privacy, Security,  and Information Management.

We have experience with implementing shared service s across Service Organizations,
Jurisdictions, Ministries and Clusters,  legislativ e boundaries, roles and technologies

Service Management and Continuous Improvement
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• Information Management and Flow
• Security Threat Risk Assessment (TRA) and 

End to End Security Architecture
• Privacy Impact Assessment (PIA) and 

Privacy Architecture  
• End to End Solution Architecture  and 

Design – Business, Information, Application, 
Technology, Security

• Enterprise Planning and Portfolio 
Management

• Project Management
• ITSM and ITIL
• Business Policy Statements, Requirements, 

Rules and Quality Assurance
• Risk Management
• e-Learning  
• Technical Writing and Documentation 

Management

We bring experience, strategic perspective, and  ha nds-on experience 

with a commitment to get the right job done


