
EA@GC

Enterprise Architecture
at the 

Government of CanadaGovernment of Canada

Thom Kearney

Senior Director, Applied Architecture
Alignment & Interoperability Division
Chief Information Officer Branch 
Treasury Board Secretariat  June 2008



Let’s 
build a 
house

Yes we 
should
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What is EA@GC?



Outline

� Enterprise Architecture in Lay Speak

� The three ways of EA

� Hidden Architects

� EA Activities in the GC
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� EA Activities in the GC

� Summary



EA Defined

Architecture = Descriptions
e.g. Words and Pictures for Bridges, Buildings, Tow n Plans, etc

An Enterprise Architecture = Enterprise Description s
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An Enterprise Architecture = Enterprise Description s

� Business Vision and Strategy
� Policy & Legislation 
� Rules & Regulations
� Organization Design, Charts &  

Job Descriptions

� Process Maps and Models 
� Application Designs
� Technology Designs
� Service Designs
� etc

Such as:



EA Vision
Coherent Government by design

Make descriptions coherent and enable:
• Complete and accurate enterprise-wide information,
• Alignment between the layers & between departments.

Coherent descriptions require rules for describing.
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Coherent descriptions require rules for describing.

Rules look like:
• Standards,
• Reference Models,
• Service Profiles, 
• Principles, etc.

But so many rules to develop… we needed a strategy!



EA Strategy

1. Project Based EA 
Focus on architecture that helps 
achieve specific business objectives.

2. Embed Operationally
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2. Embed Operationally
Learn from the project and embed 
‘rules’ into existing processes.

3. Lead with EA for Business Design
� Good Building Architecture = Solid Building.

� Good Business Architecture = Solid Business.



The Three Modes of EA

In collaboration with:
Scott Bernard – Carnegie Melon University
John Gøtze - President, Association of Enterprise Architects
Pallab Saha – National University of Singapore

Watch for the first chapter in the next Journal of EA



Imagine an enterprise that had not heard of EA.
� It is operational.
� It produces and uses information (there are artefacts). 
� Viewed from perspective of ‘business’ and ‘systems.’

In the Beginning
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Systems

Business

Existing 
Enterprise
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EA used to align business & systems
� Predominantly systems architecture and design.
� Can also ‘capture’ understanding of business. 
� Led by CIO, most practiced form of EA and very valuable.

Foundation Mode of EA

Understand 
the 
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Captured

Captured and Designed

Not appliedSystems

Business
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Addition
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Business

Design 
Systems



Use of EA for ‘design’ of Business:
� Support ‘coherence’ generally (e.g. Policy alignment).
� Less practiced form but extremely valuable.
� Not necessarily lead by CIO community.

Extended Mode of EA

Design
Business
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EA leveraged by other management processes:
� Key descriptive processes use EA structure and rules.
� Their products form part of the enterprise’s architecture.
� Enables alignment and reuse of process artefacts.

Embedded Mode of EA

Align Those Doing 
Business Design
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Still critical part of EA:

� Provides excellent value.

� Some implementations are systems architecture at 
the enterprise level.

� Advanced  implementations ‘capture’ the business 

Notes on ‘Foundation’
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� Advanced  implementations ‘capture’ the business 
architecture to ensure aligned systems.

� In some cases this is all you need for a particular 
investment or project.



Traditional business architecture:

� Capturing business requirements to build systems. 

� Results in solutions aligned to business.

New business architecture:

Notes on ‘Extended’
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� Design the business to achieve desired outcomes.

� Results in business aligned to purpose.

Think business “Purpose” not just business “Process”



Notes on ‘Embedded’

Implications

� EA becomes the task of the CxO Leaders.

� Alignment Support is the Chief Architect’s Responsibility.

� ‘EA Addition’ gets smaller over time.

Example: 
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Example: 

When starting transformation of a business line (or  policy 
center) because of new priority we would create the “As Is”.

With Embedded we get the “As Is” from the artefacts produced 
by regular processes (e.g. Annual Plans, Budgets…).

Motto: Find It, Structure It, and Align It



The Hidden ‘Architects’



The Hidden ‘Architects’

� If an enterprise’s architecture is the collection 
of all the descriptions then …

� Enterprise Architects are the people that create 
those artefacts (e.g. plans, org design, 
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those artefacts (e.g. plans, org design, 
policies, reports, etc) …

� They just don’t call themselves ‘architects’.



The Hidden ‘Architects’

� There are thousands in a large organization
… how can we bring coherence to so many?

� Look for the Rule Makers * such as:
� Financial Management Lead
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� Human Resources Lead
� Planning Lead (Annual, Strategic, Projects)

� They are your new ‘Partners in Coherence’

* There could be as few as 15-20 key Rule Makers in  a large enterprise.



The Hidden ‘Architects’

� Current Enterprise Architects are the EA core 
practitioners.
� They are the ‘scientists’ of the discipline
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Applied Enterprise 
Architecture. CORE

� Everyone else involved in Enterprise Architecture



GC EA Activities



GC EA Activities

Embedding Alignment:
� Internal Services Profile into Budget Process (PAA).

� Parts of EA (BTEP) going to 
Project Management Policy.

� Chief Architect’s Guide.
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� Alignment and Interoperability Service Desk.

� Alignment Assessment Tool.

BTEP - Business Transformation Enablement Program
PAA    - Program Activity Architecture 



GC EA Activities 

Architecture for business design:

� GSRM (GC Strategic Reference Model) 
going pan-Canadian.

� Testing GSRM as UMM extension 
(towards UN adoption).
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(towards UN adoption).

� Revised web sites and collaborative library.

GSRM - Governments of Canada Strategic Reference Mod el
UN       - UN/CEFACT: Trade Facilitation 
UMM   - UN/CEFACT Modelling Methodology



GC EA Activities

� Wiki-based.

� By and for the Public Service. 

� Official and unofficial content.

� Complete and work in -progress.

Collaborative Library
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� Complete and work in -progress.

� Registry and repository.

� Build on work of others.

Internal Launch Underway



GC EA Activities 

Annual Award 
Special recognition for leaders advancing EA in two  ways:

� Core Practitioner Leader

Advancements in the ‘Science’ of EA. That is, Refer ence 

Chief Architect Recognition Award - CARA
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Advancements in the ‘Science’ of EA. That is, Refer ence 
Model Advancements, Alignment Tool Developments, et c.

� Applied EA Leader

A member of the community that has implemented EA i n 
a way that advances our coherency objective.



GC EA Activities 

Project based development:

� Grants & Contributions redesign support,

� ISRA (Internal Services Renewal Alignment),

Staffing modernization,
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� Staffing modernization,

� Pension and benefits renewal,

� Air Cargo Security, and.

� Several others.



GC EA Activities

Strategic Alignment
Support for  GC and Departmental Strategic Outcomes  and assurance that  
Strategic Outcomes of another business area are not  undermined. 

Logistical Alignment
Schedule and budget relationships, dependencies and  integration between 
projects. 

Design Alignment 

Alignment Assessment ‘Tool’
• Project asset (ISRA)
• Multiple alignment viewpoints
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Design Alignment 
Identify and assess overlaps, gaps and dependencies  in the design of service 
delivery. 

Methodological Alignment
Assess adherence to approved methodologies.

Compliance Alignment
Strategy and design adhere to policy instruments.

Capacity Alignment 
Capacity of the organization to successfully comple te and use the initiative. 



Enterprise Architecture:
It’s not what you do
... it makes what you do better.



... it makes what you do better.

EA is NOT

Strategic Planning
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EA makes it better.



... it makes what you do better.

EA is NOT

Systems Architecture
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EA makes it better.



... it makes what you do better.

EA is NOT

Business Design
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EA makes it better.



... it makes what you do better.

EA is NOT

Annual Planning
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EA makes it better.



... it makes what you do better.

EA is NOT

Audit & Assessment
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EA makes it better.



... it makes what you do better.

EA is NOT

Enterprise Reporting
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EA makes it better.



... it makes what you do better.

EA should not be owned by any single non-EA 
process.  It must be seen as ubiquitous.

Bringing coherence to the 
enterprise by managing 
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enterprise by managing 
coherency across all the 
descriptive/management 
processes.



Summary and Next Steps



Summary

Much of Your Enterprise Architecture already exists
� Find It, Structure It, Align IT 

Alignment requires consistent descriptions
� Common language, rules and models
� Embedded rules not new processes

The GC CIO is doing IT and non -IT alignment 
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The GC CIO is doing IT and non -IT alignment 
� A new trick for an old dog
� Look for these opportunities.

All CxO’s need to create and follow standards
� Collaborate on rules for describing 



Next Steps

� Get yourself a Chief Architect 

� Actively Practice the ‘Three Modes of EA’

� Tell your most Senior Executive: 
“EA can help your entire business, not just IT”
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� Practice ruthless standardization strategically

� Together, people can create:

Coherent Enterprise by design



Contact

Office of the Chief Architect

Government of Canada
Treasury Board Secretariat        
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Treasury Board Secretariat        
Chief Information Officer Branch
Alignment and Interoperability Division
2745 Iris Street 6th Floor
Ottawa, Ontario, Canada  K1A 0R5

EA-INFO-AI@TBS-SCT.GC.CA
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