The TOGAF® Standard
10" Edition

Business Architecture

The

1TOGAF

Standard — 710" Edition

i protected. Use is for Single Users only via a VHP Approved License
For information and printed versions please see www .vanharen .net



The TOGAF® Standard, 10™ Edition

Business Architecture

Copyright protected. Use is for Single Users only via a VHP Approved License.
For information and printed versions please see www.vanharen.net



The Open Group Publications available from Van Haren Publishing

The TOGAF® Standard, 10" Edition:
Introduction and Core Concepts
Architecture Development Method

Content, Capability, and Governance
Leader’s Guide

ADM Practitioners’ Guide

Business Architecture

Enterprise Agility and Digital Transformation
A Pocket Guide

The TOGAF Series:

The TOGAF® Standard, Version 9.2

The TOGAF® Standard, Version 9.2 — A Pocket Guide
TOGAF® 9 Foundation Study Guide, 4th Edition
TOGAF® 9 Certified Study Guide, 4th Edition
TOGAF® Business Architecture Level 1 Study Guide

The Open Group Series:

The IT4IT™ Reference Architecture, Version 2.1

IT4IT™ for Managing the Business of IT - A Management Guide
IT4IT™ Foundation Study Guide, 2nd Edition

The IT4IT™ Reference Architecture, Version 2.1 — A Pocket Guide
Cloud Computing for Business — The Open Group Guide
ArchiMate® 3.1 Specification — A Pocket Guide

ArchiMate® 3.1 Specification

The Digital Practitioner Pocket Guide

The Digital Practitioner Foundation Study Guide

Open Agile Architecture™ - A Standard of The Open Group

The Open Group Press:
The Turning Point: A Novel about Agile Architects Building a Digital Foundation
Managing Digital

The Open Group Security Series:

O-TTPS - A Management Guide

Open Information Security Management Maturity Model (O-ISM3)
Open Enterprise Security Architecture (O-ESA)

Risk Management — The Open Group Guide

The Open FAIR™ Body of Knowledge — A Pocket Guide

All titles are available to purchase from:
WWW.opengroup.org

www.vanharen.net

and also many international and online distributors.

Copyright protected. Use is for Single Users only via a VHP Approved License.
For information and printed versions please see www.vanharen.net



The TOGAF® Standard, 10* Edition
Business Architecture

The

TOGAF"

Standard — 710" Edition

Copyright protected. Use is for Single Users only via a VHP Approved License.
For information and printed versions please see www.vanharen.net



Title: The TOGAF® Standard, 10" Edition — Business Architecture

Series: TOGAF Series Guide

A Publication of: The Open Group

Publisher: Van Haren Publishing, 's-Hertogenbosch - NL, www.vanharen.net
ISBN Hardcopy: 978 94 018 0904 7

ISBN eBook: 978 94 018 0905 4

ISBN ePub: 978 94 018 0906 1

Edition: First edition, first impression, April 2022

Layout and Cover Design: The Open Group
Copyright: © 2022 The Open Group. All rights reserved.

No part of this publication may be reproduced, stored in a retrieval system, or transmitted, in any form or
by any means, electronic, mechanical, photocopying, recording, or otherwise, without the prior permission
of the copyright owner. Any use of this publication for commercial purposes is subject to the terms of the
Annual Commercial License relating to it. For further information, see www.opengroup.org/legal/licensing.

The TOGAF® Standard, 10* Edition — Business Architecture
Document number: T190
Published by The Open Group, April 2022

Comments relating to the material contained in this document may be submitted to:
The Open Group

Apex Plaza

Reading

Berkshire, RG1 1AX

United Kingdom

or by electronic mail to:  ogspecs@opengroup.org

Copyright protected. Use is for Single Users only via a VHP Approved License.
For information and printed versions please see www.vanharen.net



Contents
PART 1: BUSINESS MOMELS ....cevviiiiiiiiiiiiiisictccnientctetei ettt 1
1 INtTOAUCHION ...ttt ettt st 3
Lol OVEIVIBW..uiiuiiiiiienieititestetet sttt ettt ettt sttt b e st stebe et sbennennene 3
1.2 ODJECLIVES weeuveeuieiiitieiiete sttt ettt ettt ettt e et sat et e st eaeene e besbeeneensenaes 4
2 What is @ Business Model? .........cccceirireniiinininieieseeeei ettt 5
3 The Impact and Benefit of Business Models ..........cccoocviieienineeienienecieeeeeee 9
4 The Relationship between Business Models and Business Architecture................ 11
5 Using Business Models in the TOGAF Standard .........c..ococeveniniinincniencnennen. 13
6 A Structured Approach for Business Model Innovation............cccecveeevereneeeennene. 15
7 Example of a Business Model Framework ............ccccooevivieienininienencceeeeee 17
8 CONCIUSION ..ottt ettt sttt 21
A Overview of the Business Model Canvas ............cccceevueriieeeienienieeienieneeeeeesiesiens 23
PART 2: Business Capabilities, VEISion 2..........cccoveeieriireeieniesiieiesieseecesie e seeeeeseeenees 25
9 TEEOAUCHION ...ttt ettt ettt et e ee et e b e eaeesaesbeeseessesenseesean 27
10 What is a Business Capability? ..........cccovieieoierieniiieiese et 29
10.1 Defining a Business Capability..........cccceoveririirienininienineeeeiecsceeee e 29
10.1.1  Naming CONVENTION ........ceceerueriereeieienieeieeeseeteeeseeeeeeeessesneenees 29
10.1.2 DESCIIPHION ..eovvintieeieiietieieeiteieete et et ste et eaesseseeessesaeseeessessesseeseeseas 30
10.2 Elements to Implement Business Capabilities...........cccccevevieirereneniennnnn 30
L1021 PeOPIC .t e
10.2.2  Processes
10.2.3  INfOIrMAtION......ictieieiieiieiieieete ettt eb e b teeaaennes 31
10.2:4  RESOUICES ..evenviiieiriniiiieiieteit ettt 31
11 Business Capability MapPINg ........ccceeeeeeriirieeierienieeiieisestesieessessessesssesessesssessessenes 33
L1.1 APPIOACH. ...ttt 33
11.1.1  Organizational StruCtUIC...........ceeveeievierieriieieienieeeeeiesre e eeeesae e 34
11.1.2  Business Model .
11.1.3  Strategic Plans, Business Plans, and Financial Plans.................... 37
11.2  Structuring the Business Capability Map .........cccccoeveievienenierieneiieveee e 37
11.2.1  Business Capability Stratification ..... .37
1122 Leveling...ccceoveveeieieieeceieeeee .38
12 The Impact and Benefits of Business Capability Mapping...........cccccceeevverveerennenn 41
13 Mapping Business Capabilities to Other Business Architecture Perspectives........ 43
13.1 Heat MapPIng ...c..coeevieriiriieienienieeeesie sttt sttt sttt ae e
13.2 Relationship Mapping
13.2.1  Capability/Organization Mapping............cceccerveeeevuerreseeceesresennens 45
13.2.2  Capability/Value Stream Mapping.........cccecerereereeneneeneenenennnn 45
13.2.3  Capability/Business Process Mapping ..........cccceeeeeverereeceenienennenn 46
14 Using Business Capability Maps with the TOGAF Standard............ccccocevvevieennene. 47

Business Architecture

Copyright protected. Use is for Single Users only via a VHP Approved License.
For information and printed versions please see www.vanharen.net



vi

IS5 CONCIUSION ..uiiiiiiieiieterteete ettt ettt 49
PART 3: ValUe StrEAMS .....euveuiriiiiieiieierieieteiestestet ettt ettt et e 51
16 INErOAUCHION . ..c.couiiiiiiiciitiictctrt ettt 53
16.1 What is “Vallue”? ...c..coiiriiieiriinieeeie ettt 53
16.2  Approaches to Value ANalysis........ccceeeeierierieierienieeiieienieseeiesiesieeseeeseeas 53
16.3 Value Streams in Business ArchiteCture............cccoveveeereerinecenecccnecnniencns 54
16.4 Relationship of Value Streams to Other Business Architecture
(01031 167<) £SO SUPUURRRTRNt 54
16.5 Benefits of Value Streams and Value Stream Mapping ........c.ccccceveeveeennen. 55
17  Value Stream Description, Decomposition, and Mapping.............ccecevereecveruennnnns 57
17.1 Describing a Value Stream ............ccccovereeniinenienieneneeeneseeeie e 57
17.2 Decomposing a Value Stream..........ccocveverierieeiienieneeieniesieseeiesieseeeseee e 57
17.3 Mapping Capabilities to Value Stream Stages...........cocevereerererenenienenennene 58
18  Approach to Creating Value Streams...........cceecveriireieienieneeieieseeieiesie s eaeae e 59
18.1 Guiding PrinCiples ......ccuerueeieriirieieiirieeieieseeeese et 59
19 Value Stream Mapping SCENAIIOS ........eeveruiruieierierieeiertesieeieeseeseeeseeeessesseeaessesseens 61
19.1 Baseline Example
19.2 Mapping Value Streams to Business Capabilities ..........cccceeeveveervreeriennnen. 62
19.3 Heat Mapping SCENATIO .....c..evviruerieriirieeiieienieeitente ettt sttt st nee e 65
20 CONCIUSION ..ottt sttt 67
B Comparison of Alternative Value Analysis Techniques...........ccceceevenerenvienenenne 69
Bl Value Chaifl c.cccceiiiiicicieieec ettt 69
B.2 Value NetWOrK .......ooeoieiiiniiiciinciciecsee et 70
B.3  Lean Value Stream........ccooveoieerenenieieinineie ettt e 70
PART 4: Information MapPing .........cccceevueriiiieieniiiieiesieeeeiesiesseeseessesseeseessessesseessessessens 73
21 INOAUCHION ...c..uiuiiiiiiicicteicc ettt ettt 75
22 What is an Information Map? ..........ccccceevieriiiieiieniicieiesie et 77
23 The Impact and Benefits ..........coceevieririiieniiiiie et 79
24 The Relationship to Business Capabilities, Value Streams, and
OrganizZation MAPS .....cc.eeouirieriieiiirienieete ettt sttt et st e bbbt ese e sbeeas 81
25  Distinguishing between Information Maps and Data Models............ccccvevverirnnnnen. 83
26  Using Information Maps with the TOGAF ADM......c.cccooiiiieiiiieiee e 85
27  Putting Information Maps into PractiCe ...........ccevvrierienirieieni e 87
28 CONCIUSION ...vveuvieieiieieeieeitete ettt et e ete et etesteeteesseseeseessesesseessensessaessessesssassansesssaneas
C Representations of Information Maps...........ecceveeierieninieiieseseeeeere e
C.1 ArchiMate Language Example.............
C.2  Unified Modeling Language (UML) ......
C.3  Entity Relationship Diagrams (ERDs)
PART 5: Organization Mapping ........ccccceevereenienienienienenieeienie sttt st este st it eseeneesaeenees
29 INFOAUCHION . ....couirtiiiieiietirtctete ettt st
30  What is an Organization Map?.........cccceeceerieriiieerienieieeieieseeeeesae e eeeeae e sseeaeneas 101
31  Differentiating between Organization Maps and Organization Charts................. 103
32 The Impact and Benefits of Organization Mapping..........cccceeeeeeeenenenceneenennen. 107

TOGAF® Series Guide Set (2022)

Copyright protected. Use is for Single Users only via a VHP Approved License.
For information and printed versions please see www.vanharen.net



33

34
35
36

The Relationship to Business Capabilities, Value Streams, and
INFOrMAtion IMAPS. ....ccveeuieieiieiieeieie sttt ettt ettt esesaesbe e esbesbesseessesenseens

Using Organization Maps with the TOGAF Standard..........cccccoeovevivenieciennnnnne
Putting Organization Maps into Practice ...........ccceeverereeienineeieienesceieeeiene

CONCIUSION ...ttt ettt e e e eete e e eteeeeareeeetneeeseeeeseeeenreeens

PART 6: BUSINESS SCENATIOS .....cvveeveeeerieeriereeeteeeteeeteereeeteeeseeeteeeseeeseeseeeseeeseeeseesaseeneean

37
38
39

40
41
42
43

44

45

Business Architecture

TNETOAUCTION ...ttt e et e e e e e etae e eteeeereeens
Benefits of BUSINESS SCENATIOS .....ccuvveeeuieeeriieeiiieeireeeeireeeeteeeereeeeneeeetreeeeaneeeeaeeens

Creating the BUSINess SCENATIO........cveueruerieieieirieieieie et

30.1 The OVErall PrOCESS .....ccvviiiveeeereeeeteee ettt et et etee e ve e eraeeeeneeeenes
R L ] 15) o1 OO UUURRURTRRPR
39.2.1  Planning SteP.......cccevirieriereriieieiiesieeresiesieereeeese e eeesessesseenaens
39.2.2  GatheriNg SEP ...ccoverueruieieierieeieterte ettt
39.2.3  ANAlyZINg StEP ..eeoverueriieieieeieeeee e
39.2.4  DoCUMENtING StEP ....eoveevireerieiienienieeiteie ettt e ete e eiee e
39.2.5  REVIEWING StEP...ccvirieiiriiriiiiieieniesieetesie ettt ee e
30,3 PRASES ..ottt ettt et et e et e e eaaeeeeraeeens
39.3.1 Premise Formulation Phase ...........ccocoovvviiiiiiiiiiiiiieeeieeeeieeens
39.3.2 Initial Verification Phase..........cccceeevvieeiiiiiiiieeciec e
39.3.3  Refinement Phase..........ccouvieuiiiieiiiiiieceee e

Contents 0f @ BUSINESS SCENATIO ......eeivuviiiiiiiieiieiiie ettt eeveeeeae e eaee e
Contributions to the BuSINesS SCENATIO..........ccvveeeiveeeerreeerieeireeeereeeereeeereeeeneeen
Business Scenarios and the TOGAF ADM.........coooiiiviiiiiiieieeeeeeeeee e

Developing Business SCENAIios .........ccveruerieeierierieeieienieeeete et eee e st eee e sieens

43.1 General GUIAEINES ........ccevueiririirieieiireniee et
43.2 Questions to Ask for Each Area..........cccoeuivieieiiiiiieieieciecieiesie e
43.2.1 Identifying, Documenting, and Ranking the Problem.................
43.2.2  Identifying the Business and Technical Environment
and Documenting in Models ........c.occeeieierieniiieiieneeieieeeeee
43.2.3  Identifying and Documenting ODbjectives..........ccccevereeeeniennennen.
43.2.4  Identifying Human Actors and their Place in the
Business MOdel ........c.coevueiiininienieiiinicicceeeeeeeeee
43.2.5 Identifying Computer Actors and their Place in the
Technology Model ........cccooviiiiiiiiinieieeeeeeee e
43.2.6  Documenting Roles, Responsibilities, Measures of
Success, and Required Scripts.........cceceevvereririienenieienenescens
43.2.7  Checking for Fitness-for-Purpose and Refining, if
INECESSATY ettt ettt ettt st e e

Business Scenario Documentation.............ocuveeeveeeeeeeeiveecereeeereeeereeeeieeeeereeeeneees
44.1 Textual DOCUMENTALION. .......ccveeeeirieeieeeeieeeereeeereeeeteeeereeeereeeetreeeerreeeaeeas
44.2 Business Scenario MOAEIS ........covvviieiuieiiiieeeree e et eevve e
Guidelines on Goals and OBJECHIVES ........cecveririirieniinieieniniteiese et

45.1 The Importance of GOAlS .........cccceevierierieieereeee e
45.2 The Importance of SMART ObjJeCtiVes.......coervevveniirienienienieienieneeeeniens

45.2.1 Example of Making Objectives SMART .......ccccoceevvevirenienennene
45.3 Categories of Goals and ODJECHIVES ......ccuerveeierieriieeieierieeeieeeieee e

Copyright protected. Use is for Single Users only via a VHP Approved License.
For information and printed versions please see www.vanharen.net

vii



45.3.1  Goal: Improve Business Process Performance..............ccccuennenne. 149

45.3.2  Goal: Decrease COStS.......oevuerierrieierienreeresiesreeeressessesseessessessesses 149

45.3.3  Goal: Improve Business Operations...........cccceeeeeereereecenenennens 149

45.3.4  Goal: Improve Management Efficacy .........ccccocveviervninciennnenen. 149

45.3.5 Goal: Reduce RisK......cccoceoveirininieniiiiiiciciicccceceeeeeen 149

45.3.6  Goal: Improve Effectiveness of IT Organization......................... 150

45.3.7  Goal: Improve User Productivity .........cccovceeeeiierienenieneneeeeneen 150

45.3.8  Goal: Improve Portability and Scalability..........ccccocereeireruenenes 150

45.3.9  Goal: Improve Interoperability.........cccccocerverienenenienenenieienene 151

45.3.10 Goal: Increase Vendor Independence...........ccoeuvveerevienienvennenene 151

45.3.11 Goal: Reduce Lifecycle COStS ......ocvuerreruiiierieririiieienieeieieieeeeas 151

45.3.12 Goal: IMProve SECUTILY ......ccervirvereeririiieieiesierieeeieeresieeeneeveseenea 152

45.3.13 Goal: Improve Manageability..........cccccovveeierereeienieneeieieeeeens 152

A0 ROLES .ottt ettt 153
AT CRECKIISES ..ottt sttt 155
47.1 Checklist — Premise FOrmulation............ccoceecievieneniniienenieieeseeeeeeniene 155

47.2  ChecKlist — Plan ......c.cociiuieieiiiiieieie ettt 155

47.3  Checklist — GAthEr .......ccevueiiirieieieieeeeee e 156

47.4 Checklist — ANALYZE .....ccueeieiiieieiieieeeeee et 157

47.5 Checklist — DOCUMENL........ccririirieiriirienieieieeicreeei ettt 157

47.6  ChecKlist — REVIEW ...ccviiuieiieiiiiieiieiesieeiieie ettt sae e esesseeaeas 158

48 Techniques and TIPS ...cccoeverieirerenieieereee et 159
48.1 On Active and Reflective LiStening.........cccceeceevueriereeiienenienieneneeienieniene 159

48.2 On Brainstorming and Affinity ANalysiS.........cccoeeveeverereeiiesieneeieieseeiene 160

48.3 Introduce your Neighbor.........ccccveviiiiieieiiisiieieie et 160

48.4 We BELIEVE.....uiiiiiiiciiiiiectei ettt s 160

48.5 On Money or Credit Voting Prioritization............ccecvevereeeeseenesiesieneenens 161

48.6 On Multi-Voting and Rank Ordering Prioritization..............ccocceevevveniennenne 161

48.7 ON ROIE Play.....cc.eoiiiiiiieieie et 161

48.8 On Alternative Analysis and Decision MatriX.........ccccceveeeeruenencenienenens 162

49 SUITHMATY ...eitiiieiieteeieet ettt sttt s b et e bbbt et e s bt ebe et e besbeentenbesaeene 163

viii TOGAF® Series Guide Set (2022)

Copyright protected. Use is for Single Users only via a VHP Approved License.
For information and printed versions please see www.vanharen.net



Preface

The Open Group

The Open Group is a global consortium that enables the achievement of business objectives
through technology standards. With more than 870 member organizations, we have a diverse
membership that spans all sectors of the technology community — customers, systems and
solutions suppliers, tool vendors, integrators and consultants, as well as academics and
researchers.

The mission of The Open Group is to drive the creation of Boundaryless Information Flow™
achieved by:

e  Working with customers to capture, understand, and address current and emerging
requirements, establish policies, and share best practices

e  Working with suppliers, consortia, and standards bodies to develop consensus and
facilitate interoperability, to evolve and integrate specifications and open source
technologies

e  Offering a comprehensive set of services to enhance the operational efficiency of
consortia

e  Developing and operating the industry’s premier certification service and encouraging
procurement of certified products

Further information on The Open Group is available at www.opengroup.org.

The Open Group publishes a wide range of technical documentation, most of which is focused
on development of Standards and Guides, but which also includes white papers, technical
studies, certification and testing documentation, and business titles. Full details and a catalog are
available at www.opengroup.org/library

The TOGAF® Standard, a Standard of The Open Group

The TOGAF Standard is a proven enterprise methodology and framework used by the world’s
leading organizations to improve business efficiency.

This Document

This document is a compilation of TOGAF® Series Guides addressing Business Architecture. It
has been developed and approved by The Open Group.

It consists of the following documents:

Business Architecture ix
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TOGAF® Series Guide: | This document provides a basis for Enterprise Architects to understand and
Business Models utilize business models, which describe the rationale of how an organization
creates, delivers, and captures value. It covers the concept and purpose of
business models and highlights the Business Model Canvas™ technique.

TOGAF® Series Guide: | This document answers key questions about what a business capability is, and

Business Capabilities, how it is used to enhance business analysis and planning. It addresses how to

Version 2 provide the architect with a means to create a capability map and align it with
other Business Architecture viewpoints in support of business planning
processes.

TOGAF® Series Guide: | Value streams are one of the core elements of a Business Architecture. This
Value Streams document provides an architected approach to developing a business value
model. It addresses how to identify, define, model, and map a value stream to
other key components of an enterprise’s Business Architecture.

TOGAF® Series Guide: | This document describes how to develop an Information Map that articulates,
Information Mapping characterizes, and visually represents information that is critical to the
business. It provides architects with a framework to help understand what
information matters most to a business before developing or proposing
solutions.

TOGAF® Series Guide: | This document shows how organization mapping provides the organizational
Organization Mapping | context to an Enterprise Architecture. While capability mapping exposes what
a business does and value stream mapping exposes how it delivers value to
specific stakeholders, the organization map identifies the business units or
third parties that possess or use those capabilities, and which participate in the
value streams.

TOGAF® Series Guide: |This document describes the Business Scenarios technique, which provides a
Business Scenarios mechanism to fully understand the requirements of information technology
and align it with business needs. It shows how Business Scenarios can be
used to develop resonating business requirements and how they support and
enable the enterprise to achieve its business objectives.

More information is available, along with a number of tools, guides, and other resources, at
www.opengroup.org/architecture.

About the TOGAF® Series Guides

The TOGAF® Series Guides contain guidance on how to use the TOGAF Standard and how to
adapt it to fulfill specific needs.

The TOGAF® Series Guides are expected to be the most rapidly developing part of the TOGAF
Standard and are positioned as the guidance part of the standard. While the TOGAF
Fundamental Content is expected to be long-lived and stable, guidance on the use of the TOGAF
Standard can be industry, architectural style, purpose, and problem-specific. For example, the
stakeholders, concerns, views, and supporting models required to support the transformation of
an extended enterprise may be significantly different than those used to support the transition of
an in-house IT environment to the cloud; both will use the Architecture Development Method
(ADM), start with an Architecture Vision, and develop a Target Architecture on the way to an
Implementation and Migration Plan. The TOGAF Fundamental Content remains the essential
scaffolding across industry, domain, and style.
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1 Introduction

This TOGAF® Series Guide to Business Models provides a basis for Enterprise Architects to
understand and utilize business models, which describe the rationale of how an organization
creates, delivers, and captures value.! Business models provide a powerful construct to help
focus and align an organization around its strategic vision and execution. In this Guide we cover
different forms of business models and approaches to modeling, from the conceptual down to a
practical example.

There is a direct relationship between the business innovation captured in these models and the
approach to implementing that innovation through Enterprise Architecture. We explore that
relation through Business Architecture methods such as value streams and business capabilities,
then provide a specific example based on a generic retail company undertaking a Digital
Transformation. An appendix delves deeper into the structure of one of the most commonly used
business model frameworks for architects interested in working with business leaders to execute
their strategy.

1.1 Overview

The world’s top C-suite leaders know that the effective management and exploitation of
information is a key factor for business success, and is critical to developing and maintaining
competitive advantage. An Enterprise Architecture supports this objective by providing a
strategic context for the evolution of technologies in response to the constantly changing needs
of the business environment.

As stated in the TOGAF Standard — Introduction and Core Concepts, a key goal of Enterprise
Architecture is to create or enable the alignment of the business operations with the overall
business direction (vision and strategy). Furthermore:

“«

.. a good Enterprise Architecture enables you to achieve the right balance between business
transformation and continuous operational efficiency. It allows individual business units to
innovate safely in their pursuit of evolving business goals and competitive advantage. At the
same time, the Enterprise Architecture enables the needs of the organization to be met with an
integrated strategy which permits the closest possible synergies across the enterprise and
beyond.”

To achieve this alignment, the architect must develop a fundamental understanding of the core
elements that make up a business and how they relate to the ways in which it creates, captures,
and delivers value. However, it is not always clear what the business direction is, or how the
business intends to create, capture, and deliver value to customers and stakeholders. If we don’t
fully understand what a business does or what it intends to do; why it exists; or how it works to
produce something of value to stakeholders (while making money in the process), then how can
architects devise an appropriate target-state environment that realizes the business objectives?

! See the referenced Business Model Generation, p.14.
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1.2

One effective way to achieve alignment between an organization’s strategic objectives and the
target-state architecture is to employ the concept of the business model. Business model artifacts
are used to:

e  Provide a common understanding of what the organization is, or looks like, today
e  Portray what it intends to become in the future

e  Create a critical link between the business strategy and the required blueprints of the
Enterprise Architecture that define what the business needs to transform to, along with the
plans that describe how to do it

The rest of this Guide describes what business models are and how business model artifacts are
constructed; their purpose and benefits; how to use modeling frameworks to create a business
model artifact and perform business model innovation; and where to apply them within the
realms of Enterprise Architecture and the TOGAF Architecture Development Method (ADM).

Objectives

The objectives of this Guide are to:
e  Familiarize architects with the concept and purpose of business models

e  Illustrate the concept and purpose by looking in some detail at one particular technique for
creating and leveraging business model artifacts: the Business Model Canvas™

e  Explain how business models relate to and influence the TOGAF ADM

The goal is for practitioners to be able to use business models to frame, scope, and define the
boundaries of their architecture work, particularly in relation to creating current and target states
for the Phase B: Business Architecture part of the ADM process. A key practice we apply to help
achieve this goal is to follow Business Architecture principles from the best practices in the
Business Architecture Guild®, such as the Guild White Paper that provided the basis for this
Guide.?

2 Linking Business Models with Business Architecture to Drive Innovation, A Business Architecture Guild White Paper, August

2015.
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2 What is a Business Model?

A business model describes the rationale for how an organization creates, delivers, and captures
value. This may refer only to an abstract concept that may exist in a leader’s mind. Or it may be
more concrete, whereby business model artifacts provide specific views of an instance of a
business model, defining the structural elements of the business model as well as the
relationships between each element.

Business models can be represented in different ways. The three-element framework shown in
Figure 1 describes the structure of a business model in its most abstract form.

Operating Model Customer
= Experience

Capability 4

create @QQ - deliver
-

! |
BRG]
{Revenue. Pricing, Cosks, Capital)
capture

(Source: The Business Model Innovation Factory, Saul Kaplan, 2012)

Figure 1: Abstract View of a Business Model

Other well-known framework examples include the Four-Box Framework (Figure 2) and the
Business Model Cube (Figure 3).
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Customer Value
Proposition

Profit
Formula

(Source: Seizing the White Space, Mark W. Johnson, 2010)

Figure 2: Four-Box Framework

(Source: The Business Model Cube, Peter Lindgren, Ole Horn Rasmussen, 2013)

Figure 3: Business Model Cube

The theoretical arguments supporting different representations of business models have been in
play for many years, yet it was Alexander Osterwalder and Yves Pigneur’s simple-to-use
methods and tools described in their book Business Model Generation that popularized the
Business Model Canvas (see Figure 4) and established it as the baseline for business model
innovation. We use this form to show business model alignment between strategy and Business
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Architecture, followed by a deeper look in Appendix A. Note this type of business model has
been introduced in earlier work of The Open Group through the IT4IT Forum.?

Key Value Customer
Activities Proposition Relationships

/
Ke

¥ /

Partners A

Costs Key / \ » Revenue
Resources | Channels
drawings by JAM

(Source: Business Model Generation, Alexander Osterwalder, Yves Pigneur, 2010)

Figure 4: The Business Model Canvas

3 Defining the IT Operating Model, White Paper published by The Open Group, September 2017 (see Referenced Documents).

Business Models 7

Copyright protected. Use is for Single Users only via a VHP Approved License.
For information and printed versions please see www.vanharen.net



	Copyright
	Contents
	Preface
	Trademarks
	Acknowledgements
	Referenced Documents
	PART 1: Business Models
	1 Introduction
	1.1 Overview
	1.2 Objectives

	2 What is a Business Model?
	3 The Impact and Benefit of Business Models
	4 The Relationship between Business Models and Business Architecture
	5 Using Business Models in the TOGAF Standard
	6 A Structured Approach for Business Model Innovation
	7 Example of a Business Model Framework
	8 Conclusion
	A Overview of the Business Model Canvas

	PART 2: Business Capabilities, Version 2
	9 Introduction
	10 What is a Business Capability?
	10.1 Defining a Business Capability
	10.1.1 Naming Convention
	10.1.2 Description

	10.2 Elements to Implement Business Capabilities
	10.2.1 People
	10.2.2 Processes
	10.2.3 Information
	10.2.4 Resources


	11 Business Capability Mapping
	11.1 Approach
	11.1.1 Organizational Structure
	11.1.2 Business Model
	11.1.3 Strategic Plans, Business Plans, and Financial Plans

	11.2 Structuring the Business Capability Map
	11.2.1 Business Capability Stratification
	11.2.2 Leveling


	12 The Impact and Benefits of Business Capability Mapping
	13 Mapping Business Capabilities to Other Business Architecture Perspectives
	13.1 Heat Mapping
	13.2 Relationship Mapping
	13.2.1 Capability/Organization Mapping
	13.2.2 Capability/Value Stream Mapping
	13.2.3 Capability/Business Process Mapping


	14 Using Business Capability Maps with the TOGAF Standard
	15 Conclusion

	PART 3: Value Streams
	16 Introduction
	16.1 What is “Value”?
	16.2 Approaches to Value Analysis
	16.3 Value Streams in Business Architecture
	16.4 Relationship of Value Streams to Other Business Architecture Concepts
	16.5 Benefits of Value Streams and Value Stream Mapping

	17 Value Stream Description, Decomposition, and Mapping
	17.1 Describing a Value Stream
	17.2 Decomposing a Value Stream
	17.3 Mapping Capabilities to Value Stream Stages

	18 Approach to Creating Value Streams
	18.1 Guiding Principles

	19 Value Stream Mapping Scenarios
	19.1 Baseline Example
	19.2 Mapping Value Streams to Business Capabilities
	19.3 Heat Mapping Scenario

	20 Conclusion
	B Comparison of Alternative Value Analysis Techniques
	B.1 Value Chain
	B.2 Value Network
	B.3 Lean Value Stream


	PART 4: Information Mapping
	21 Introduction
	22 What is an Information Map?
	23 The Impact and Benefits
	24 The Relationship to Business Capabilities, Value Streams, and Organization Maps
	25 Distinguishing between Information Maps and Data Models
	26 Using Information Maps with the TOGAF ADM
	27 Putting Information Maps into Practice
	28 Conclusion
	C Representations of Information Maps
	C.1 ArchiMate Language Example
	C.2 Unified Modeling Language (UML)
	C.3 Entity Relationship Diagrams (ERDs)


	PART 5: Organization Mapping
	29 Introduction
	30 What is an Organization Map?
	31 Differentiating between Organization Maps and Organization Charts
	32 The Impact and Benefits of Organization Mapping
	33 The Relationship to Business Capabilities, Value Streams, and Information Maps
	34 Using Organization Maps with the TOGAF Standard
	35 Putting Organization Maps into Practice
	36 Conclusion

	PART 6: Business Scenarios
	37 Introduction
	38 Benefits of Business Scenarios
	39 Creating the Business Scenario
	39.1 The Overall Process
	39.2 Steps
	39.2.1 Planning Step
	39.2.2 Gathering Step
	39.2.3 Analyzing Step
	39.2.4 Documenting Step
	39.2.5 Reviewing Step

	39.3 Phases
	39.3.1 Premise Formulation Phase
	39.3.2 Initial Verification Phase
	39.3.3 Refinement Phase


	40 Contents of a Business Scenario
	41 Contributions to the Business Scenario
	42 Business Scenarios and the TOGAF ADM
	43 Developing Business Scenarios
	43.1 General Guidelines
	43.2 Questions to Ask for Each Area
	43.2.1 Identifying, Documenting, and Ranking the Problem
	43.2.2 Identifying the Business and Technical Environment and Documenting in Models
	43.2.3 Identifying and Documenting Objectives
	43.2.4 Identifying Human Actors and their Place in the Business Model
	43.2.5 Identifying Computer Actors and their Place in theTechnology Model
	43.2.6 Documenting Roles, Responsibilities, Measures of Success, and Required Scripts
	43.2.7 Checking for Fitness-for-Purpose and Refining, if Necessary


	44 Business Scenario Documentation
	44.1 Textual Documentation
	44.2 Business Scenario Models

	45 Guidelines on Goals and Objectives
	45.1 The Importance of Goals
	45.2 The Importance of SMART Objectives
	45.2.1 Example of Making Objectives SMART

	45.3 Categories of Goals and Objectives
	45.3.1 Goal: Improve Business Process Performance
	45.3.2 Goal: Decrease Costs
	45.3.3 Goal: Improve Business Operations
	45.3.4 Goal: Improve Management Efficacy
	45.3.5 Goal: Reduce Risk
	45.3.6 Goal: Improve Effectiveness of IT Organization
	45.3.7 Goal: Improve User Productivity
	45.3.8 Goal: Improve Portability and Scalability
	45.3.9 Goal: Improve Interoperability
	45.3.10 Goal: Increase Vendor Independence
	45.3.11 Goal: Reduce Lifecycle Costs
	45.3.12 Goal: Improve Security
	45.3.13 Goal: Improve Manageability


	46 Roles
	47 Checklists
	47.1 Checklist – Premise Formulation
	47.2 Checklist – Plan
	47.3 Checklist – Gather

	47.4 Checklist – Analyze
	47.5 Checklist – Document
	47.6 Checklist – Review

	48 Techniques and Tips
	48.1 On Active and Reflective Listening
	48.2 On Brainstorming and Affinity Analysis
	48.3 Introduce your Neighbor
	48.4 We Believe
	48.5 On Money or Credit Voting Prioritization
	48.6 On Multi-Voting and Rank Ordering Prioritization
	48.7 On Role Play
	48.8 On Alternative Analysis and Decision Matrix
	49 Summary


	Index



