Topic 6. Embedding EAM into strategic planning

(Lecture notes)
Enterprise Architecture Management (EAM) emerged as a way to deal with organisational complexity and change in an increasingly turbulent business environment.
Concept matured and has become a discipline that provides a philosophy, methodologies and tools to develop, realise and operate competitive enterprise architectures

EAM therefore ensures that corporate change can be implemented swiftly and easily Models can cover one or several layers of the EA: the business, organisation and processes, information systems, and infrastructure.

Background: The turbulent and complex business environment

Adaptation to the changing environment is a competitive factor

Change affects all elements of an enterprise’s value creation: products and services, corporate capabilities and assets, alliances, partners, suppliers, and customers

Poorly coordinated changes generate risks and paralyse business

Even worse, additional investments in organisational redesign and/or information technology might not pay off because they might produce uncontrollable architectural complexity, instead of improving business performance. The downsides of architectural complexity are

manifold; these include:

Complex enterprise architecture increases costs and decreases flexibility and transparency

Loss of transparency. With increasing complexity, managers might lose their organisational overview and, therefore, might lack fundamental information necessary for decision-making. They simply have to invest more effort in collecting information about the current situation in order to determine the implications of change.

Increased complexity costs. A complex structure is mostly more expensive to manage than a reasonably simple, well-defined architecture. If different technologies are used in different parts of the organization, IT investments will most likely be relatively high it is much easier to develop the necessary skills and competencies to manage technology within the organization when only one type of technology is used.

Increased risks. Highly complex enterprise architectures also increase operational risks and hamper risk management. A large number of architectural components with sprawling interfaces, media breaks, diverging business rules and procedure make it almost impossible to identify all business-critical risks and approach them accordingly.

Inability to consistently implement strategic directions across the organisation. The more complex an enterprise’s architecture is, the more difficult it is to restructure or redesign it, and the more problematic it is to implement strategic changes in the organization.

Distraction from core business problems. Complex enterprise architectures tend to tie down highly skilled and competent professionals. Instead of maintaining competitiveness, they are distracted by having to manage complexity and, ironically, end up preserving the current state, which keeps the organization in a state of stagnation.

How can we successfully integrate new firms after an acquisition?

􀀀 Can we introduce new products and services, using the existing business processes and the underlying applications?

􀀀 Which business units and users will be affected by an application’s migration?

􀀀 What applications and infrastructure technologies do we require to run new or redesigned business processes?

EAM aims to maintain the flexibility, cost efficiency and transparency of the enterprise architecture

Good city planning is characterized by a number of attributes. To achieve this, the city planner must: 
􀀀 anticipate future demands and requirements,

􀀀 make plans and develop the city accordingly,

􀀀 bring the different stakeholders together and discuss their interests,

􀀀 serve the city as a whole and not local interests, and

􀀀 have a holistic, multi-perspective view on the city (socially, economically

and logistically).

The same is true for good EAM. Instead of buildings, streets and utilities, enterprise architecture consists of components that make up the fundamental structure of an organization: business processes, organizational structures, information systems and technological infrastructure. Enterprise architecture management includes developing, implementing and controlling these different components.

EAM is similar to city planning
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EA models usually have layers that cover the business, processes, information systems and infrastructure
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EAM is not a tool. Although EAM introduction is often accompanied by an extensive debate on tool support, a tool alone will not yield any impact.

EAM is not just the modelling of the enterprise architecture.

While modelling may support EAM, our case studies have shown that modelling is one of the subordinate aspects of EAM. EAM is not an IT function, although historically it first emerged in IT departments.

EAM is not a new management process. EA includes a set of new management practices, but it does not produce new processes.

EAM is not strategy development. EAM practices are merely used in strategy development.

􀀀 a holistic way to understand, plan, develop and control an organization’s architecture (EAM as a management philosophy),

􀀀 a support function to enable and improve existing strategy planning and strategy implementation processes (EAM as an organizational function),

􀀀 a set of management practices that helps to improve the quality of decision-making (EAM as a methodology), and 
􀀀 an open approach to reach consensus among managers on the basis of their shared vision of establishing a global optimum for the firm, free of local and personal egoism and opportunism (EAM as a culture).
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