Why are Practitioners Doing EAM?

Tangible Benefits from Enterprise Architecture Management

Motivation

“What is the purpose of Enterprise Architecture Management in today’s Enterprises?”

This question has been raised during the 13" workshop on Trends in Enterprise Architecture Research
(TEAR 2018), hosted by the 22" IEEE EDOC enterprise computing conference at the KTH Royal Institute
of Technology in Stockholm (Sweden) on 16™ October 2018. Some of the participants felt that it is still
hard to motivate business stakeholders about the benefits that can be achieved by introducing EAM
methods and tools in an organisation. There is a plethora of text books available but they rather
address general or high-level benefits like transparency, alignment (strategic or between business and
IT, planning (strategic, tactical or operational). These are often not addressing specific concerns within
a company so that they seem to be abstract.

The objective of the document at hand is to collect typical questions or concerns that arise within a
corporate environment and can typically be addressed by EAM methods ad tools. They are phrased as
qguestions as they might reflect typical problems that are raised in a company or are need to be
answered towards a stakeholder. Each question is supplemented by a brief description of its purpose
(i.e. the intension behind the question) and an overview of prerequisites. These usually relate to
information needed for answering the questions.

The list provided here is just meant to be a starting point for collecting typical concerns or issues for
which EAM provides adequate support. Further research will address the following topics:

e Taxonomy for questions/concerns

e Method for applying the questions in order to determine required EAM support for a given
organisation

e Implication on skills and data need for answering each of the questions

Benefits

The benefits are separated into four different groups for

1) General application information

2) Cost: financial concerns

3) Business support: relationship between software applications and the business (represented by
business architecture)

4) Risk/compliance: corporate risks, security concerns, regulations (external or internal), legal
aspects

The benefits are not meant to be specific for a certain stakeholder, but can be categorised at a later
point in time. Hence, the questions in the list below can by addressed by any stakeholder in a corporate
environment, like for example:

e Chief Executive Officer (CEQ)

e IT Head (CIO) or corresponding staff department

e Financial Controlling (CFO)

e Chief Operations Officer (COO)

e Management of a business unit (department or division)
e Project manager (business or IT)



e System architect or development team

e Business analyst

e Employee in business unit
e Requirements manager

e |IT service manager

e Customer or external partner (e.g. for supply chain integration)

General application information
General information refers to simple details about software applications (e.g. name, version,
ownership, lifecycle) and the whole application landscape.

Question Explanation

Which applications do we
own/use?

Purpose: Providing a list of software applications
Prerequisite: Inventory of software applications

Where kind | find information
about my IT/applications?

Purpose: Acquiring information required for decision making
Prerequisite: Inventory of IT applications and additional
information sources

Why is information about IT
application out-dated?

Purpose: Improving data quality in IT repository

Prerequisite: Inventory of IT applications, stakeholder list and
analysis, incentives for stakeholders, expected benefits for
stakeholders

Which applications are we
intending to introduce?

Purpose: Getting an overview on potential additional
applications

Prerequisite: Inventory for planned applications (like
Application Portfolio Management, APM)

Which applications are about
to be sun-set?

Purpose: Providing overview on applications that are planned
to be removed in the near future
Prerequisite: Lifecycle information for existing applications

Who is responsible for that
application?

Purpose: Providing a contact for further questions
Prerequisite: Contact details for an application, including name,
organisational unit, phone number, email address, EDS ID

Where does this application
belong to?

Purpose: Providing context information for an application
Prerequisite: Context details for each application, for example
organisational unit, country/region, business segment, division,
product

Who is using this application?

Purpose: Getting to know organisational units (locally,
regionally, globally) who are using the application
Prerequisites: Context details for each application, for example
organisational unit, country/region, business segment, division,
product

Who is working on this
application?

Purpose: Getting to know organisational units (locally,
regionally, globally) who are having or planning projects
performing changes on the application

Prerequisites: List of projects (in the whole
company/corporation)

Does the application belong to
the “digital” front end of the
company or rather to the “slow
development” back end?

(Concerning “IT of two velocities”, aka. bi-modal IT)

Purpose: in order to make meaningful and sensible decisions it
is necessary to the application’s context

Prerequisites: List of applications, business context, business
relevance, dependencies, business strategy, project portfolio

Which vendors are involved in
this application?

Purpose: Identifying partners and potential dependencies
Prerequisites: List of applications, service providers (build and
run)




What are the quality goals of
this project?

Purpose: in order to facilitate the strategic goals of the enterprise
as well as the goals of EAM it is necessary to know how the
goals of the individual projects contribute to the whole
Prerequisites: List of applications, project list, project charters

Why is maintaining IT-related
documentation so painful and
time-consuming?

Purpose: Simplification of creating and updating required
documents

Prerequisites: Document templates (streamlined for purpose),
explanation about documentation (e.g. case-specific instruction
for filling in templates), clear support responsibility (e.g. EA
team)

Cost

Cost concerns are usually addressing saving money by reducing IT expenses. However, they often
also need to incorporate additional information.

Question Explanation

What are we paying for IT?

Purpose: Providing cost details for IT

Prerequisite: Financial details for IT assets (including
applications)

Dimensions: Time, organisation, product, per application,
built/run

Which applications account for
the majority of expenses?

Purpose: Identifying the most expensive applications
Prerequisite: Financial details for IT assets (including
applications)

Dimensions: Organisation, product, built/run

How can we save money?

Purpose: Identifying potential for cutting IT-related cost
Prerequisite: Financial details for IT assets (including
applications), applications’ business support, risk and security
assessment

What will we save by sun
setting this application?

Purpose: Supporting decision about potential savings by
switching of a given application
Prerequisite: Financial details for IT assets

Where are redundancies in our
application landscape?

Purpose: Identifying redundant applications that can potentially
be sunset

Prerequisites: List of applications, representation of business
(as business processes, business functions or business
capabilities) as well as mapping between them

Should we really add this
application?

Purpose: Decision whether to introduce (make or buy) a new
application

Prerequisites: Budget, estimated project expenses, list of
applications, representation of business (as business processes,
business functions or business capabilities) as well as mapping
between them

Should we really extend this
application?

Purpose: Decision whether to implement new functionality in
an existing application

Prerequisites: Budget, estimated project expenses, list of
applications, representation of business (as business processes,
business functions or business capabilities) as well as mapping
between them

Will adopting this standard
help me with saving money
(and by when)?

Purpose: Decision making for an investment in a standard
technology




Prerequisites: Application list, affected applications, affected
business processes and units, application-related cost, value
proposition of standard and applications

Why are there so many Purpose: Reducing cost by decommissioning redundant APls
redundant APIs for external Prerequisites: List of external interfaces, corresponding IT
partners? applications, business service portfolio, business and IT strategy

Business support
Business support relates software applications to artefacts or models from the business architecture,
like business motivation, products, markets, processes functions or capabilities.

 Queston . Explanation

What is that application doing? | Purpose: Providing a description of the functionality of a given
application

Prerequisite: Description of functionality as natural language
text or related to existing functional artefacts (e.g. process,
business function, capability)

Which business functions (or Purpose: Identifying gaps in the application landscape

process, capability) are not Prerequisites: List of applications, complete representation of

supported by applications? business (as business processes, business functions or business
capabilities) as well as mapping between them

Which business functions are Purpose: Identifying applications that need rework

insufficiently supported by Prerequisites: List of applications, complete representation of

applications? business (as business processes, business functions or business

capabilities) as well as mapping between them, quality
assessment with respect to business support (e.g. user

feedback)
How good is this business Purpose: Determining quality of a single application
function supported by this Prerequisites: List of applications, complete representation of
application? business (as business processes, business functions or business

capabilities) as well as mapping between them, quality
assessment with respect to business support (e.g. user

feedback)
How good is this business Purpose: Understanding quality of application landscape with
function supported by all respect to s single business function
applications? Prerequisites: List of applications, complete representation of

business (as business processes, business functions or business
capabilities) as well as mapping between them, quality
assessment with respect to business support (e.g. user
feedback)

Do we really need this project? | Purpose: Decision whether to introduce or extend an
application (new or existing)

Prerequisites: List of applications, corporate strategy,
objectives, representation of business (as business processes,
business functions or business capabilities) as well as mapping
between them

Which applications directly Purpose: Providing list of applications for prioritisation
contribute to our Prerequisites: List of applications, corporate strategy, vision,
strategy/vision/objective? objectives, representation of business (as business processes,

business functions or business capabilities) as well as mapping
between them




Which services are provided by
our applications?

Purpose: Providing list of services that can be reused by other
applications (i.e. service catalogue)

Prerequisite: Mapping of application to business
representation, list of services or provided interfaces

Which systems is that
application depending on?

Purpose: Providing list of applications that are required by a
given application

Prerequisite: Complete list of applications, dependencies (i.e.
data flows, service usage)

Which systems depend on this
application?

Purpose: Understanding dependencies between applications
(e.g. data flow) so that a change does not result in broken links
Prerequisite: List of applications and their dependencies (data
flow, service usage, used in same process)

Why are people not using this
application?

Purpose: Identifying reasons for people not accepting a system
Prerequisites: List of applications, corporate strategy,
objectives, representation of business (as business processes,
business functions or business capabilities) as well as mapping
between them, incidents, user feedback

What data is stored by this
application?

Purpose: in order to decide about the criticality of the
application, it is necessary to know about the data which is
processed

Prerequisites: List of applications, data model

Why does this business
function not have proper
information?

Purpose: Making sure that each business function has required
data available in an efficient way (providing data as needed)
Prerequisite: list of business functions, corresponding
applications and data needs

Why is the quality of this
information so bad?

Purpose: Finding reasons for bad data quality and then
improving data quality as required
Prerequisites: List of applications, data flow and ownership

Where can | find this kind of
information?

Purpose: Providing list of applications containing certain data
Prerequisites: Overview on applications and associated data

types

Where can | find product-
related data?

Purpose: Finding systems containing (in this case product)
master data
Prerequisites: Overview on applications and associated data

types

Why is the same information in
SO many systems?

Purpose: Finding redundancies as well as root cause analysis
Prerequisites: Overview on applications and associated data

types

Where do | find which data
objects in my application
landscape?

Purpose: Exploitation of data, elimination of redundancies,
optimisation of data flows and operational processes,
information base for reliable architecture decisions
Prerequisite: List of applications, data catalogue, business
object model

Who can provide information
about individual data?

Purpose: Single pint of contact for data-related concerns (e.g.
quality, structure, details, authorisation)

Prerequisite: Business object model, contacts (central,
distributed)

Where is information about
individual meta-data
consolidated?

Purpose: Data protection, criteria for data quality, objective for
data usage
Prerequisite: Data catalogue, business object model




Risk/compliance
Risk and compliance issues may imply a negative financial or quality impact. Those concerns are often
subject to external or internal regulations.

 Queston . Explanation .

Which systems are dealing with | Purpose: List of relevant applications for customer data
personal data? protection

Prerequisite: Complete list of applications, data stored in an
application or exchanged with others (input & output)

Which kind of personal data Examples: Customers, employees, suppliers, sales leads
are we storing? Purpose: List of relevant applications for data protection
Prerequisite: Overview on data types and their classification
Who (roles) has access to Examples: Customer service, operations, sales
personal data? Purpose: Awareness for data protection
Prerequisite: Overview on data, user roles and access rights
Which systems contain Purpose: List of relevant applications for customer data
sensitive data? protection

Prerequisite: Complete list of applications, data classification,
data stored in an application (or business objects)

Who owns this data? Purpose: Making sure that there are clear responsibilities for
data management

Prerequisite: Overview on data, corresponding applications and

ownership
What happens to data after it Purpose: Making sure that there is a archiving procedure in
is not required anymore? place and that data cannot be misused by others later on

Prerequisite: Overview on data and its life cycle

Which applications are critical Purpose: Providing list of applications for prioritisation (based
for the business? on business relevance); business continuity

Prerequisites: List of applications, corporate strategy, vision,
objectives, representation of business (as business processes,
business functions or business capabilities) as well as mapping
between them

Which legal consequences may | Purpose: Reputation and avoiding punishment

arise by not being compliant? Prerequisites: IT application inventory, relevant compliance
regulations, data classification, application details, business
support of applications, transparency on business, applications
and IT infrastructure

Which applications are Purpose: Providing list of applications security improvement
vulnerable to attacks? Prerequisites: List of applications, security assessment, list of
external services, implementation details (frameworks,
technology)

Which technologies are used Purpose: Outdated or unmaintained technology can impose
by which application? technical or security risks. (The technological variance in the
company’s projects should be controlled)Prerequisites: List of
applications, list of technology platforms, link between
applications and platforms

What are major interfaces of Purpose: For a valid planning of application lifecycle

this application to others? Prerequisites: List of applications, data flows, dependencies,
interface specifications
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