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How to get your architecture implementation 
off to a good start 
By Roland Woldt 

 

Some clients think that buying soFware alone solves all their problems and that professional 
architecture tools are just ‘Visio on steroids’, which is a misconcepPon that seriously can put the 
enterprise architecture implementaPon program into danger (for more details on the different types on 
architecture tools you might want to have a look at the tool selecPon arPcles — part 1 and part 2). 

Enterprise Architecture Implementa2on 
A beSer approach to bringing in architecture tools is to treat this program as an enterprise applicaPon 
implementaPon that is driven by the introducPon of a new capability for the organizaPon. This is 
obviously a larger effort that needs to be led by the business and not by IT. Doing it the right way will 
lay the foundaPon for process improvements, system implementaPons, business/digital 
transformaPons, and regulatory compliance. 

This White Paper covers the implementaPon of the architecture tools. A separate “partner White 
Paper” will cover the necessary EA capabiliPes that will be supported by the tools, which then can be 
used for maturity assessments and progression of the internal capability build. 

The graphic below shows the architecture tool implementaPon approach in an overview: 

https://www.whatsyourbaseline.com/2021/05/selecting-an-enterprise-architecture-tool-part-1/
https://www.whatsyourbaseline.com/2021/05/selecting-an-architecture-drawing-tool-part-2/
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Figure 1: Architecture tool implementa4on approach 
 

Strategy Work Area 
This work stream (light green in the graphic above) aims to find the proper place of the program within 
other iniPaPves and manage it.  

In the Program Strategy phase, it looks at the funcPonal scope of the program (e.g., visualizaPon of 
processes and where risk and controls will ensure regular compliance on the ‘who-does-what-when-
where’ level, typically depicted in BPMN diagrams), and idenPfies the ‘sources of truth’ for informaPon, 
as well as where the architecture tool becomes the main source of informaPon. 

This will then also determine how the program will interact with other programs and/or business-as-
usual org units that are responsible for systems, as well as the necessary IT/development support (and 
standards) that are needed to create integraPons shown in blue at the boSom of the graphic. 
Obviously, this will be captured in a “living” Program Strategy document that can be used as a 
reference in the future of the program. 
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Visibility - The next step then is to define and formally describe the objecPves of the program over 
mulPple releases, as well as the KPIs to measure success, and idenPfy where they come from. This, and 
the idenPficaPon of stakeholder informaPon needs, sets the foundaPon for the development of reports 
and real-Pme dashboards in the Visibility phase that support the management of the program. 

All arPfacts will be done in a SoluPon Architecture database, which will be extended in other work 
packages, and serves as the ‘meta’ informaPon source that will be used when interacPng with other 
enPPes. 
 

Communica5on – As we have seen in the “Which CapabiliPes Do I Need to Build My EA PracPce?” 
partner White Paper that I referred above, you need to consider the three areas of successful 
implementaPons: Content, Governance, and AdopPon. One of the big things in the AdopPon area is to 
start communicaPng as early as your program was approved.  
To do this successfully, you might want to start laying out the foundaPons for it while developing the 
strategy in the form of a CommunicaPon Strategy, which covers stakeholder groups, key messages, 
communicaPon and feedback channels, and so on. Based on that you can build a (repeatable) 
CommunicaPon Plan that will include the specific measures/communicaPon items, such as a newsleSer 
or event, and the responsible people to execute on it. The last step is to establish and maintain 
feedback and support channels, for example via forums, regular feedback collecPon meePngs, and so 
on – the objecPve is to use the feedback to track if we are sPll on track to reach the desired business 
capabiliPes that are laid out in the Program Strategy. 

At the end of this phase the founda/on for stakeholder repor/ng and visibility is in place and the ini/al 
communica/on has started to create momentum. 

 

Governance Work Area 
A second ‘housekeeping’ item is to define the governance that applies to the program (dark green in 
the graphic above). It typically is set in four work packages that interact with other work packages and 
all designs are developed in the SoluPon Architecture database: 
 

• Process Governance: the definiPon and documentaPon of the processes that users, workflow 
parPcipants, admins, and stakeholders do. These cover processes such as the creaPon or import 
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of models, reviews and approvals, or the management and operaPons of technical interfaces 
that will be created with other systems. In addiPon to these policies and compliance 
requirements, such as the level of detail, or the frequency of architecture arPfact 
reviews/cerPficaPons will be developed in this step. 
Typically, the models created in this phase consist of one high-level Value Chain Diagram with 
assigned BPMN processes underneath, which will include the business steps, roles, applicaPons, 
etc. – the ‘who does what when where’ level processes of the program. 
 

• Organiza5onal Governance: Based on the defined processes, roles are idenPfied, and 
permissions and privileges will be defined and administered in the tools. The main arPfact for 
this is a license/permission/privilege matrix that includes every role. 
This work package also defines the organizaPonal structure that will run the tools in producPon, 
such as a Center of Excellence (CoE), a standards group, or an Architecture Review Board (ARB). 
 

• Training & Enablement: based on the process and role definiPon the skills and enablement 
needs will be determined and a curriculum be built for each role. This not only includes the 
formal training, but also addiPonal support measures. 
Based on this design, the training and support material will be built and delivered. 
 

• Organiza5on Setup: In this work package the idenPfied org units will be stood up, candidates 
idenPfied and selected, and the iniPal meePngs supported by the program management unPl 
the org units are self-sufficient in their operaPons and planning/management. 

At the end of this phase the “rules of engagement” are defined, the needed org units/teams stood up, 
and users are trained in the use and administra/on of all systems used in the program. 
 

Technology Work Area 
This work stream (dark blue) is typically the only one that clients think about when it comes to the 
implementaPon of an architecture tool. It is typically divided into three work packages: 
 

• Tool Provisioning & Base Setup aims for making the tools available to the program. Depending 
on the hosPng (cloud or on-premises) this will include different steps and parPcipants, but 
typical acPviPes include the setup of single-sign-on, connecPons to the network, integraPon 
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with email servers for noPficaPons, etc. At the end of this acPvity the tool vendor “hands over 
the keys” to the tool, and the program takes over responsibility for the tool, while the vendor 
and/or the IT organizaPon manages the technical aspects of the tool, such as backups, user 
group creaPon, etc. 
 

• Technical Governance determines the configuraPon of the tool and the underlying method 
decisions. This includes the creaPon of data models and interface matrices (to other systems), 
as well as a meta model that shows the levels and views, as well as the chosen arPfacts on their 
intersecPons. These arPfacts (typically models) are defined by their notaPons, objects, 
aSributes, etc. This work package also includes the database setup and structures within each 
database. 
The data models typically are added to the SoluPon Architecture database, while the meta 
model is created in a ConfiguraPon database. This allows the creaPon of the tool configuraPon 
files (filter and template in the case of ARIS) automaPcally by running a wizard on the 
ConfiguraPon DB which saves the Pme of the manual configuraPon of each item. 
 

It also facilitates the workshops for the data model and meta model design and gives stakeholders a 
first glimpse of how the new tool will be used in other soluPons. 
 

• The last sub-work package of Integra5on, Repor5ng & Automa5on picks up the deliverables of 
the Strategy and Governance phases and includes the creaPon of scripts for technical 
integraPon purposes, visibility reports, and the automaPon of (governance) workflows within 
the architecture tool stack. 
 

While doing this leading IT pracPces, such as a defined development approach, or the use of mulPple 
environments for development, test, and producPon should be considered – stay away from 
implementaPon partners who see this development as ‘one-offs’ that do not have to follow these 
pracPces. 
At the end of this phase all tools in the program are stood up, configured and ready to use. 
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Content Work Area 
The last step in the implementaPon (light blue) is the creaPon and import of exisPng content and/or 
reference content from standards organizaPons, such as APQC into the Content (Work) database. 
ExisPng content might exist in various formats—Excel, Visio, *.bpmn files, etc.—and need to be 
imported into the tool. This can be a larger effort, since the main work is not iniPal technical import 
(this is typically done by the tools well), but the normalizaPon and integraPon of the content into 
exisPng hierarchies—like the other topics above this will be discussed in another arPcle later. 

Another part of this work stream is the import of reference data from upstream systems, using the 
interface scripts from the Technology work package. This data typically comes into the tool as catalogs 
and they might have to be raPonalized and other imported content, such as processes, need to be 
reviewed to see if they used the correct content from the system of truth of if there are discrepancies 
and or needs for consolidaPon of objects to ensure consistency of the database and the content 
structure. 
At the end of this phase the architecture tool is ready for a roll-out to a wider audience. 

How to sequence the Enterprise Architecture implementa2on? 
The color coding in the graphic above shows the type of roles that do the four work areas – program 
management is working on the Strategy, business consultants support the governance design, technical 
folks take care of the technology and integraPon/reporPng, while a first set of end users will import 
exisPng content and create iniPal structures within the Content/Work database. 

However, not all acPviPes take place at the same Pme. Our suggesPon for the sequencing is: 

1. Program strategy, and tool provisioning & setup (assuming the tool selecPon is already done). 
2. DefiniPon of process and organizaPonal governance, as well as technical governance; start 

communicaPng. 
3. Build of integraPon, reporPng & automaPon and visibility. 
4. (In parallel to 3) Stand-up of the org units, and training design and delivery to the iniPal first end 

users, who will become power users when the tools roll out with a wider audience. 
5. Import of exisPng and reference content. 
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Figure 2: Proposed sequence of an Enterprise Architecture implementa4on 

Conclusion 
ImplemenPng an architecture tool is more than just subscribing to a tool and assigning licenses to 
users. It needs a plan that is aligned with the organizaPon’s strategy and aims to build a capability 
instead of “just” creaPng arPfacts that are not embedded in the process of delivering soluPons – may 
this be simple process changes (BTW, they are never “simple” when you think of the adopPon 
challenges or showing regulatory compliance), change of an organizaPon, or implementaPon of mulP-
million dollar technology.  

You should treat the implementaPon of your architecture tool therefore in the same way and give 
yourself enough Pme to keep the three pillars of an architecture tool implementaPon in balance: 
Content, Governance, and AdopPon. 

Do you like what you see, have more quesPons, or simply want to chat with us? Please reach out at 
info@lsadigital.com! 


