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Enterprise architects have an exciting opportunity before them in

helping shape organizations. But what makes an enterprise architect

great? Talent, of course, but also the skills that help leaders and

managers excel. This Executive Report spells out the necessary

qualities for great enterprise architects.
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Our concept of enterprise archi-

tecture has shifted over the past

decade, from being the enterprise-

wide technology architecture to

being the architecture of the enter-

prise, not just the technology

of the enterprise. As we move

beyond problems with the enter-

prise technology substrate to what

is possible when we move from

business strategy to implementa-

tion using enterprise architecture

as the critical bridge, we engage

architects in the process of creat-

ing great enterprises.  

To be a great architect, you need

talent. But greatness is accorded

to those responsible for great

architectures, those that stand

out from others in the value they

afford. The great enterprise archi-

tect is one who is credited with

contributing in a significant way

to a great enterprise. In this

Executive Report, we explore

what it takes to be a great archi-

tect as well as the exciting oppor-

tunity that enterprise architects

have in shaping enterprises that

stand out among the organiza-

tional landscape.

AN ENTERPRISE
ARCHITECTURE STORY

We explore what it takes to be

great in the context of a historical

tale with all the qualities of a great

story: the hero embarks on a

quest to do great good for his peo-

ple; and though faced with many

challenges, he prevails against

tough odds. This is a story of an

enterprise architect. As you read

it, you will no doubt find that,

paragraph by paragraph, there is

a lesson for enterprise architects

and for executive managers

considering how to set up the role

so that it will add the most value.

Not only will this story give you

keen insight into what it takes to

be a great enterprise architect, but

the story itself will be a valuable

resource. Remember, great lead-

ers tend to be storytellers, and this

is a wonderful story to tell.

This is the story of a group of peo-

ple who got together to solve an

enterprise architecture problem

217 years ago and the architect

who led them.1 So what was

happening in 1787? The group in
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question was seeking to sort out

the structure of the US federal

government. The architecture

took the form of the US Constitu-

tion, a four-page document that

was to define the federal govern-

ment, its key components and

their responsibilities, how these

components interact with each

other, and how to evolve the

architecture itself by way of

amendments to the Constitution. 

The success of that enterprise

architecture is well established.

In terms of longevity, this archi-

tecture has far surpassed the

expectations of its creators. Many

thought it would be successful if

it lasted a generation, if it lasted

just 30 years before it had to be

redone completely. But here we

are, 217 years later, and the archi-

tecture continues to do a good job

at what its authors intended. It is

the founding document of the old-

est continuous government on the

planet. And it has stood the test

of external criticism and been

accorded the honor of emulation,

being the pattern for every consti-

tutional democracy created since.

When you look at the story, the

role of one individual emerges

as supremely important: James

Madison, the father, or architect,

of the Constitution.

The Problem with Confederation

In investigating the role of

Madison, it is important to under-

stand that the Constitution was

not the first attempt at resolving

the structure of the US govern-

ment — that was undertaken by

the Articles of Confederation.

Written in 1778 and ratified in

1781, the Articles created the

United States and took the form

of a set of agreements among

the then 13 states. These 13

states had great variation in popu-

lation, economic strength, and

fundamental industries. They also

differed significantly in their levels

of commitment to a strong federal

government, both in their legisla-

tive bodies and in the general

populace.

The Articles laid out agreements

such as:

� States would pay their debts

to each other.

� States would not conduct

foreign policy; that was the

prerogative of the federal

government.

� States would not impose

unreasonable tariffs on inter-

state commerce.

� States would not form alliances

among themselves and against

other states.

Almost immediately, driven by

local exigencies, these rules were

broken. What had been clear to

Madison from the start became

clear to others: the Articles left too

much authority to the states and

failed to create a strong federal

government. There was no

enforcement mechanism and

no integrity. The states had made

a set of decisions and agree-

ments, but they had no teeth.

Further, there was no unifying

vision for the United States.

Getting Delegates 
to the Convention

Within a year of the Articles’ ratifi-

cation, Madison lobbied hard to

push state leaders to support a

constitutional convention (and

he lobbied for the next five years).

The people he lobbied fell into

the following three camps:

1. Those who agreed with him

on the value and necessity of a

stronger central government

and that a constitution was the

approach to take and as soon

as possible.

2. Those who agreed with him on

a stronger central government

but did not think the citizenry

wanted it or that their leaders

would support creating it. Many

would say, “After all, we tried

this in 1778 and got the Articles.
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Why do you think it will be any

different this time?”

3. Those who did not want, or

support, a stronger central gov-

ernment. They wanted either

less government on principle

or to protect the power they

enjoyed at the state legislature

level. A powerful individual in

a state legislature, or someone

with significant influence over

a state legislature, was reluc-

tant to yield power to a central

government.

But through the constant lobbying

of Madison and his allies, and

due to the growing problems fac-

ing the young nation, willingness

to participate increased, and a

convention was finally sched-

uled for the summer of 1787 in

Philadelphia. But even then, it was

not to be a constitutional conven-

tion. Several delegates and states

refused to participate in such a

significant change; they would

only participate in a convention

whose purpose was limited

to revising the Articles of

Confederation.

Distilling the Lessons of History

While Madison was busy over

those five years getting people to

the meeting table, he was also

asking, “What should we do dif-

ferently this time? How should we

structure the government in order

to best support the kind of nation

we want?” Madison studied world

political history, particularly the

ancient Greek and Roman experi-

ments and the previous several

hundred years in Europe. He

looked at and analyzed these

historical lessons through the

lens of the values and aspirations

of America: the desire to estab-

lish and protect the rights of

individuals; the right to hold and

keep property; the right to repre-

sentation in and influence over

their government; the rights of

assembly, religion, free press,

and so on. 

From this study, Madison distilled

two guiding principles that such a

government would have to follow.

First, power in the government

had to be distributed — concen-

trated power tended to result in

tyranny and oppression. But even

in distributed power systems, over

time they often leaned toward

concentrated power, given politi-

cal ambition and the desire for

power. This property of human

systems was the motivation for

Madison’s second guiding princi-

ple: the government’s structure

must have mechanisms to keep

the power distributed over time.

These principles were called

separation of powers and checks

and balances.

Intelligence Gathering
and Relationship Building

The convention was due to begin

in mid-May 1787. Several elements

of the convention, and Madison

in particular, are worth noting.

Madison insisted that the Virginia

delegation, of which he was a

member, arrive on time or early.

Due to slow transportation,

the weather, and other unpre-

dictable factors, delegates were

expected to trickle in over the

first two weeks of the convention.

Madison’s intent was that the

seven Virginia delegates would

act as an informal welcoming

committee: helping other dele-

gates get settled, refreshing old

relationships, making new ones,

and in the informal time prior

to the official convention, start

working their strategy for the

summer. They would note the key

issues that each delegate was

concerned with: What were their

official instructions from their

states, and what were their per-

sonal issues and attitudes? Who

were the leaders within a delega-

tion, and what were the lines of

influence among the delegates?

All the while, Madison wanted the

Virginia delegation to build good

working relationships that would

enable them to work well with

other delegates. These first two

weeks set the stage for an ongo-

ing theme of intelligence gather-

ing and relationship building.

Vision as Platform for Change

So a sufficient number of

delegates arrived and the “Fix

the Articles of Confederation

Convention” began. The first

order of business was to decide

how to proceed. The initial pro-

posal was to allow each of the

55 delegates an allotment of time

to state problems with the Articles

and to propose changes he

thought were required. Madison
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immediately saw two critical

problems with this approach: 

1. It would so divide and

entrench the delegates

that they would never be

able to reach consensus.

2. It would keep the focus on

the Articles, when Madison

wanted to redirect their atten-

tion to a constitution. 

So Madison ran back to his room

and wrote a document known as

the Virginia Plan, which outlined

the key points that formed the

basis of the US Constitution. He

brought it back to the convention

and tactfully had someone else

submit it for consideration. The

debate raged. Two weeks later,

the Virginia Plan was accepted as

the basis for further debate over

the “55 views” approach (i.e., one

for each delegate). Madison had

effected two critical changes:

1. One view rather than 55 — a

vision of what could be accom-

plished that summer. He had

directed attention at one topic.

2. He had shifted the meeting

agenda from fixing the Articles

to creating the Constitution.

Preparation for Persuasion

Another thing Madison did was

to invent a shorthand notation,

allowing for a verbatim transcript

of the entire proceedings of the

convention. Surely he recognized

the historical significance of the

event and was partly thinking of

that when making the transcript

(which was not made public

until 30 years later). But Madison’s

immediate use of the transcript

was as an intelligence and strat-

egy support document. It was a

way of keeping track of the tone

and movement of the group

and of individuals. If someone

changed his view on a key issue

on Wednesday, Madison could go

back and read through Monday

and Tuesday’s transcripts and

use this to form a better under-

standing of what influenced the

delegate’s stance on an issue. 

The Necessity of Compromise

Over the course of the next two

months, the Virginia Plan evolved

into the US Constitution. Along the

way, 10 of the 55 delegates left the

convention, and with 45 delegates

left, winter looming, and many

critical issues still not addressed, a

critical moment presented itself.

No one thought the Constitution

was complete, and many thought

it contained fatal flaws. Because

of Madison’s transcript, we can

actually read through the debate

as it took place over the last two

weeks. One delegate would say,

“I can support it if we deal with

the issue of a free press.” And

another, “I won’t support it unless

the freedom of religion is made

explicit.” And so on. There were

12 of these key issues on the table

for discussion. 

Delegates would then begin

debate on one of these issues,

and it would quickly become

clear that they could spend all

their time on that one issue alone.

It became evident that, in the time

remaining, they could not address

all of these critical issues. Yet

some delegates were not willing

to let go of their pet issues. Those

in favor of compromise argued:

� “If we try to resolve every

issue, we’ll fail. We don’t have

time. We should accept the

Constitution we have created.

Even with its imperfections, it

is far better than the Articles.

Besides, the amendment

process can correct the

deficiencies later.” 

� “It took five years to get us to

the table this time. If we go

home empty-handed, how

many years would it take to

build the support again?”

This debate raged for two weeks.

Fortunately, the compromisers

won, and the Constitution went

to the legislatures of the 13 states

for ratification.

This ended the second of three

phases in this story. The first

phase was getting the delegates

to the table: it took five years to

establish sufficient support and

availability of delegates to get

them there. The second phase

was the convention: it took three

months to write the Constitution;

in other words, to create the

architecture. The third phase

was getting the state legislatures

to ratify the Constitution: this took

another three years.
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Building Support and Ratification

During those three years, James

Madison and John Jay, led by

Alexander Hamilton, wrote

85 essays in support of the

Constitution. Published first in

New York and then syndicated in

newspapers throughout the states,

these essays were collected and

published as The Federalist

Papers. They are the classic

example of the argued case

for an architecture.

Other, less public efforts also were

being made. Offers of cabinet

positions in the first presidential

administration were made for the

strong support of key state leaders.

Rhode Island was the last of the 13

states to ratify, and until it did so,

the other 12 states threatened a

trade embargo. So it was not all

merely good argument. Plenty of

politicking was going on to ensure

ratification. 

Led by a Great Architect

We tend to think of the US as

young — and it certainly is young

in the worldwide family of nations

— but it has the oldest continuous

government in the world. While

other nations and cultures are cer-

tainly older, their governments are

not. By other measures, the suc-

cess of what the constitutional

architects put in place is clear too,

for they enabled a young nation to

become a superpower in a league

of giants. 

Most historians of the moment

agree. Without the guidance,

drive, passion, energy, and com-

mitted action of James Madison,

the Constitution would not have

been enacted. He brought the

qualities of a great architect to

the situation: vision, a thorough

understanding of the problem (the

governmental structure problem

and the specific political problems

of the people and states involved),

insight into the solution, political

shrewdness, willingness to com-

promise, and drive.

LESSONS FOR ENTERPRISE
ARCHITECTS TODAY

In reading the story of Madison

and the enterprise architecture

work he led, you have no doubt

been drawing out important

lessons for your own work. We

will make several of these lessons

explicit since they chart the direc-

tion in which we are headed with

this report.

Enterprise Architecture and
the Opportunity to Be Great

Madison saw that a loose confed-

eration of 13 states could not

maintain the unity that would

make the US a great nation.

Seeing the gap between the reality

of the day and what was possible,

he led the states on a path that

would strengthen the national

identity and put in place govern-

mental structures and processes

that would serve the nation as a

whole. At the same time, the work

of Madison and the other dele-

gates at the constitutional conven-

tion preserved considerable

powers for the states, empower-

ing them to be successful entities

in their own rights while remain-

ing under the umbrella of a strong

federal government focused on

decisions of national importance.

It is worth noting that Madison

was not appointed to do this.

He held no formal position of

authority. His task was as great as,

or greater than, any faced by an

enterprise architect today. And he

succeeded superbly.

This story serves as inspiration to

architects. Even in organizations

in which enterprise architecture is

not fully embraced and the func-

tion is not properly empowered,

architects can make very signifi-

cant future-shaping contribu-

tions to the enterprise. Properly

empowered, enterprise architects

are in a position to make extraor-

dinarily high-impact contributions

to their organizations. By the same

token, they can sink extraordinary

resources if they focus attention

in the wrong place. At any rate,

with enterprise-wide perspective,

decision scope, and influence,

enterprise architects have the

opportunity to be great by helping

their organizations be great.
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In the following sections, we refer

to Madison and the qualities and

work that made him great, high-

lighting the lessons that can help

us forge paths to outstanding con-

tributions, prominent places in the

history of our enterprises, and the

recognition of our peers.

Expert in the Domain

Madison spent much of his time

leading up to the convention

learning about the structures of

governments. He focused this

study using the lens of US values.

To do so, he had to understand

the qualities that the people of

the US valued and identify the

qualities that were imbued in

other governmental structures.

Madison used this understanding

to forge a vision and articulate

it credibly to others. In The

Federalist Papers, he, along with

Hamilton and Jay, argued the case

for the Constitution in what has

become a classic format for archi-

tecture white papers: here’s a

problem with the way things are

structured today; here’s how it

gets worse if we don’t do any-

thing; and here’s how the situa-

tion is improved if we adopt the

architecture (in Madison’s case,

the Constitution).  

Enterprise architects today must

understand their businesses and

the qualities their stakeholders

care about. They need to actively

study exemplars in their organi-

zational spheres of interest and

understand how they achieve

the qualities and capabilities that

make them successful. 

Capabilities are the essential

building blocks of the enterprise.

Capabilities are generated by a

mix of people (knowledge, expe-

rience, talent, and skill), process

(activities and collaborations),

and technology (application solu-

tions and computing systems),

supported by resources (financial

and facilities). 

An enterprise architect must

seek to understand and articulate

the capabilities the organization

has as well as the capabilities

required to implement the

business strategy. They need to

construct models and arguments,

motivating and explaining the

capabilities, how they relate to

one another and to the objectives

of the organization, and what they

mean in terms of what must be

done to build them.

Organizational Politics

Madison understood that he

needed to effect a shift in the

positions of a significant propor-

tion of the convention delegates.

Further, he recognized that to do

so he had to understand their ini-

tial positions, determine what

would influence them, and build

the relationships that would act

as conduits for this influence.

This was not the grimy, unethical

side of politics. This was about

achieving a vision by making it

compelling to a broad base of

supporters.

In the Madison story, the initiating

debate centered on a strong fed-

eral government versus a loose

confederation of states. The start-

ing position of the power players

in organizations today is much the

same. There is an inherent bias

toward decentralized power with

a broadly held belief that organi-

zations’ strategies, and the struc-

tures and systems that support

them, are best allowed to emerge

organically through empower-

ment at the grassroots level. 

Enterprise architecture, as the

architecture of the business,

threatens the autonomy of entities,

groups, teams, and individuals

and gives rise to resistance. But

without it, organizations are an

amorphous amalgam of proc-

esses, systems, and technologies.

Empowering business units frees

them to move quickly to take

advantage of innovations born of

customer intimacy. But this same

freedom comes at the price of

consistency and integration, con-

solidation, and leverage across

the enterprise.

The key to greatness lies not in

either polarity but rather in striking

the right balance of centralized

versus decentralized decision

making that allows for a coherent
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enterprise strategy and best serves

the business in implementing this

strategy. But even this amount of

change entails a restructuring of

the decision bases of the enter-

prise, and such change gives way

to resistance.

The name of the game for the

enterprise architect, then, is

change — and winning support

for change. From Madison, we

learn important lessons about

influence and persuasion and the

value-creating work in building

relationships, understanding

stakeholders and tracking their

positions, and shaping beliefs and

expectations for a shared future.

All was not done once the

Constitution was written. It still

had to be ratified; remember,

three months to create the

Constitution and three years to

gain the support of the states and

get it ratified! Enterprise architects

and their chartering managers

must realize, too, that their job is

not done once the architecture is

written. The next phase, gaining

broad support and getting the

architecture rolled out, is gener-

ally the greater challenge. 

Strategy

Madison is broadly recognized

as the key figure responsible for

the US Constitution, the architec-

ture of a great nation. In creating

the Virginia Plan, and orchestrating

the strategic game plan for evolv-

ing this vision into the Constitution,

Madison demonstrated a profound

sense of strategy. He understood

what would make the US great

in the eyes of its people and the

world, and he set a clear direction

for achieving this greatness as

a nation.

Being great requires focused

attention on what matters.

Scattered attention dilutes impact.

Business strategy plays a key

role in producing focus, making

choices about where the organiza-

tion will excel and where it will

accept parity with others in the

competitive space. In short, the

business strategy formulates how

the business will be great.

The essential components of

business strategy are identity,

value proposition, and business

capabilities. Identity determines

the organization’s defining pur-

pose, the scope of value contribu-

tion, and the essential properties

or characteristics of the business.

The value proposition establishes

what unique and compelling

value the organization will pro-

vide to its shareholders, to its cus-

tomers, and to its employees and

partners in the value chain. The

business capabilities establish

how the business will provide

this value and achieve its identity.

Together, these components of

strategy determine how the busi-

ness will compete for capital, cus-

tomers, employees, and partners.

All are essential to the competitive

success of the business as well as

to any larger altruistic goals that

the business might set as its defin-

ing purpose. 

A business strategy, no matter

how promising, is just an exercise

in futility unless it is used to trans-

form what people throughout the

organization actually do. It is nec-

essary to have an effective way to

interpret the strategy in terms

that are meaningful to each of

the constituents involved in its

implementation. Enterprise archi-

tecture provides the essential

bridge, allowing a conscious,

deliberate process for moving

from business strategy to a busi-

ness capabilities architecture that

can be used to partition the prob-

lem, making the strategy exe-

cutable. This process allows the

business strategy to drive what

capabilities are built, sustained,

and jettisoned at the enterprise

level, versus those that are dele-

gated [9], making it clear who

best to involve in the next level

of capability design and rollout.

Leadership

Above all, Madison was a great

leader. He had a vision, and he

worked passionately to instill that

vision in others. In presenting his

vision, articulated as the Virginia

Plan, he bowed out of the lime-

light so that others would take on,

and still others would perceive,

broader ownership of the vision.
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He had drive. He poured years

of his life into fulfilling his vision

for the US.

Leadership has to do with vision

and motivation, decision making

and action, establishing a com-

pelling vision and inspiring follow-

ers to do what it takes to achieve

the vision, building consensus

around what is critical and leading

to compromise where it is not,

and moving the decision process

forward. The scope of enterprise

architecture is the enterprise. In

any decision, some elements of

the enterprise are likely to find

that the decision adversely affects

them, even though the decision

is good for the business overall.

Moving the enterprise toward a

global optimum at the expense of

local compromise means that

members of the enterprise archi-

tecture team as well as managers

in the business units must excel

not just at leading but also at

following when the situation

calls for it [6].

GOOD, RIGHT, AND
SUCCESSFUL ENTERPRISE
ARCHITECTURE

The qualities that we have

been exploring in debriefing the

Madison story are the qualities

needed to create (from scratch

on occasion, but more commonly

through renovation) an enterprise

architecture that is good, right,

and successful. 

By good, we mean an architecture

that is inherently sound. There is

an integrity to the architecture. It

does not have technical flaws. If

an industry expert or architecture

expert looked at it, without knowl-

edge of the particular business

strategy, no fault would be found

with the architecture. Being good

relies much on the architecture

design skills and experience of

the architects involved.

By right, we mean an architecture

that meets the goals of its stake-

holders. In the case of enterprise

architecture, it is right when it

clearly enables the business strat-

egy or meets business imperatives

that cannot be tackled at a more

narrow level of decision scope

than at the enterprise level. Being

right relies much on the archi-

tect’s strategic abilities. The proc-

ess the architect follows will tell

us a lot about whether or not the

architecture will be right. The fol-

lowing questions should be asked: 

� Have the architects sought to

uncover and understand stake-

holder goals and concerns? 

� Did they establish priorities?

� Did they come up with archi-

tectural alternatives and assess

how well each alternative

satisfies the properties of

the system, making trade-

offs among architectural

approaches?

� Did they include others in

reviewing the architecture

to improve and validate

both the architecturally

significant requirements

and the architecture?

By successful, we mean an enter-

prise architecture that is attributed

with substantial business success.

We cannot just assume that a

good and right architecture will be

successful. For this to be the case,

the architecture has to be imple-

mented. Being successful is what

the organizational politics and

leadership skill set is all about.

The job is not done when the

architecture is written. The archi-

tects must gain buy-in to the

architectural approach, applying

all their skills and drawing on their

relationship networks to per-

suade, influence, consult, and

educate. Further, they must stay

in tune with the implementation

issues by problem solving with

the implementation communities

and shielding the architecture

from unwarranted accommoda-

tions [6] all the while ensuring

that the architecture is current

and reasonable. 

THE ROLE OF IT IN
ENTERPRISE ARCHITECTURE

In its early manifestations, enter-

prise architecture was an IT func-

tion. The chief enterprise architect

generally reported to the CIO, and
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Technology is essential 

not only to maintaining parity

with competitors but also to the

ongoing creation of competitive

distinction. “IT doesn’t matter”

only as long as opportunities

for strategic differentiation 

have nothing to do with IT.
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the enterprise architecture work

was focused on IT issues such as

enterprise application integration,

and (the lack of) technology stan-

dards across the enterprise. But

just as business process reengi-

neering (BPR) efforts illuminated

the need to consider technology

in BPR, so too did enterprise

architecting efforts illuminate

the need to consider business

process — and more broadly,

business architecture — in IT

reengineering. Enterprise architec-

ture was broadened to include

business architecture along with

technology architecture, applica-

tion solution architecture, and

information or data architecture

(see Figure 1). 

In this model, enterprise architec-

ture was simply growing in scope,

expanding the disciplines covered

under the enterprise architecture

umbrella without providing a clear

way for those disciplines to work

together on the problem of archi-

tecting the enterprise. Business

capabilities provide the integrating

building blocks. Since capabilities

are built from a composite of

people, process, and technology,

architects from IT and the busi-

ness side are needed to design the

business capabilities architecture,

or enterprise architecture, that will

deliver on the business strategy. 

IT and the Opportunity to Be Great

In business today, technology is

essential not only to maintaining

parity with competitors but also

to the ongoing creation of com-

petitive distinction. “IT doesn’t

matter” [2] only as long as

opportunities for strategic differen-

tiation have nothing to do with IT.

Wal-Mart’s unparalleled distribu-

tion system uses IT as its central

nervous system. We need only

look at companies such as 

Wal-Mart in retail, Capital One in

financial services, Caterpillar in

heavy machinery, and HP in high

tech to see that quite broadly,

leading companies are applying

IT to differentiate themselves

from competitors. Technology

is used to underpin strategies

from industry-beating reductions

in inventory costs, to customer

satisfaction through individualized

tailoring of the consumer expe-

rience, and to new products or

services that shake up the com-

petitive order.

As a result, business strategy must

be informed not only by those

who have keen insight into the

market, but also by those who

have a strong technology back-

ground and insight into the techni-

cal capabilities of the organization

as well as opportunities presented

by new technologies or novel
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EA = EWITA
Enhance value
management

 

EA = Technology 
Architecture (TA) 

Reduce IT complexity and costs: 

• Increased convergence

consolidates purchasing,

lowers training costs,  

and increases employee 

mobility in the organization  

EA = Enterprise-Wide IT 
Architecture (EWITA) 

Support collaboration among 
different parts of the enterprise:  

• Shared access to information 
across the business and, 
increasingly, from outside 
the business by customers, 
partners, suppliers, even 
competitors  

• More effective portfolio 
management 

• Elimination of duplication in 
similar applications for different 
business functions or different 
business units  

• Address concerns that cut 
across business units such as 
integration, interoperability, and 
security 

EA = EWITA + Business 
Architecture (BA) 

Increase enterprise agility and 
alignment with business strategy: 

• Enable changes in business 
strategy with quick-response 
changes in enabling processes 
and technology solutions 

•  
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EA = TA
Reduce IT cost
and enhance
operations

EA = BA + EWITA
Enhance business-IT
alignment

Inform strategy more effectively

because there is a strategic path

for identifying and integrating

technology-enabled

opportunities (and threats)

Figure 1 — Showing how enterprise architecture (EA) scope has broadened
to increase the value contribution.



applications of technology. This

insight is needed to inform deci-

sions about where the business

can accept parity with others,

utilizing lower-cost, industry-

standard technologies (systems

and solutions). 

We must choose where to excel,

where to focus our resources

and talents to create competitive

advantage. The willingness to

settle for a “good enough” solu-

tion in areas in which we are clear

that competitive parity is sufficient

is itself an advantage that few

competitors are yet ready to

emulate. Harsh competition

under economic stress these past

several years has induced more

scrutiny of IT spending, and enter-

prise architecture has partly arisen

to address the need to better

manage the technology portfolio.

The key point that we are dis-

cussing here is that this needs

to be done in the context of a

strategy process that allows us to

distinguish capabilities that will

differentiate our business from

capabilities where we simply

must match the industry standard

or the general bar set at the level

of basic competitiveness in our

industry.

Enterprise Architecture and IT

Enterprise architecture, as a busi-

ness capabilities architecture,

allows a seamless path from busi-

ness strategy to enterprise archi-

tecture, playing a pivotal role in

making the business strategy

executable (see Figure 2). We

use the business capabilities

architecture to inform decisions

about what capabilities to build at

enterprise scope and what capa-

bilities to defer to the business

units. There has to be an entity

that works across the enterprise

to build enterprise-scope capa-

bilities. Generally, this is the strat-

egy execution function of the

enterprise architecture group.

This function, just like the busi-

ness units, has a business compo-

nent and an IT component. The

latter is responsible for building

enterprise-scope technology

capabilities. It includes, for

example, technology architecture

and the role it plays in driving

enterprise-wide standards in areas

where this enables a capability

that must be tackled at enterprise

scope, such as enterprise integra-

tion of systems that are critical to

customer value delivery.

CAPABILITIES OF
ENTERPRISE ARCHITECTS

The two threads we have estab-

lished come together in this last
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part of the report. The story of

Madison highlighted critical

dimensions of excellence for the

enterprise architect. Our explo-

ration of enterprise architecture,

and the place IT holds within

enterprise architecture, sheds

further light on the responsibil-

ities and challenges that enter-

prise architects must be able to

address, and the key role that IT

architects play in enterprise archi-

tecture. In the remaining sections,

we explore the areas of compe-

tency that were raised when

we debriefed the Madison story,

namely domain expertise, strat-

egy, organizational politics, and

leadership. We do so in the con-

text of our “know, do, be” frame-

work [1], in which we consider

the activities and responsibilities

of the architect (do) and the

knowledge (know) and personal

characteristics (be) required to

fulfill these responsibilities well.

Expert in the Domain

The enterprise architect must

be highly credible within several

communities. IT architects must

be highly regarded in their techni-

cal communities. Further, they

and the business architects must

have high credibility among senior

business managers. This credi-

bility comes from experience

and talent. 

Architecture is about the overall

organizing structure of the system

designed to deliver the properties

and behaviors required of the sys-

tem. Architects at any level need

to be good at system thinking and

system modeling. They need to

see the big picture, think in terms

of the system, and make tradeoffs

across the system to address

cross-cutting concerns [6]. They

need to be good at abstracting

away from the details, in evaluat-

ing and prioritizing stakeholder

values, concerns, and goals as

well as in the architecture itself.

We use architecture to gain intel-

lectual control over complex prob-

lems, and abstraction is key to

simplifying and communicating

the architecture. 

Enterprise architects must be

good at creating and evolving

architectures; but now the system

in question is the enterprise. The

big picture is the entire business.

The design space involves mak-

ing tradeoffs across business

elements. All this raises the

complexity and the need to find

abstractions that will be useful in

creating system-wide views of the

enterprise. The goal in enterprise

architecture, generally speaking, is

to address at a high level how the

enterprise will achieve the value

propositions established in its

business strategy. It is about estab-

lishing capabilities, where capabil-

ities have properties or qualities

associated with them. These prop-

erties contribute to the identity of

the business as well as the value

that stakeholders perceive. And

there are huge numbers of stake-

holders, all with strong vested

interests, so their concerns and

goals can be difficult to keep track

of, prioritize, and balance. This

work is fraught with ambiguity,

with ill-defined or fuzzy goals that

can shift as soon as you have a

handle on them, and is necessar-

ily highly conceptual.

The architect’s core role is to cre-

ate architectural approaches to

address architecturally significant

requirements. There is no estab-

lished science for designing enter-

prise architectures. Systems of this

complexity involve elaborate

tradeoffs with many identified and

potentially more unidentified rami-

fications. The architect must be

comfortable with the concept of

good enough [6], yet recognize

that, as the architecture team’s

understanding of the problem

matures, alternative solution

approaches are investigated, and

the input and review of other inter-

nal and external stakeholders as

well as industry and architecture

experts is sought, the first attempt

is probably going to warrant a

good deal of revision. Philippe

Kruchten describes the life of an

architect as “a long and rapid

succession of suboptimal deci-

sions taken mostly in the dark” [5].

These responsibilities, and the

characteristics and knowledge the

architect relies on to effectively
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execute these responsibilities, are

summarized in Table 1.

Strategist

We advocate that the chief enter-

prise architect should have direct

input into the business strategy

process, because he understands

the current capabilities of the

business and what it would

take to build new capabilities.

Moreover, if the chief enterprise

architect has a business rather

than an IT background, then the

senior IT architect also should be

included in the strategy process.

She will have a unique perspec-

tive on the opportunities that tech-

nology opens up for the business

as well as the constraints, such as

shortfalls in critical foundational

capabilities afforded by the state

of the organization’s current tech-

nology. This perspective is essen-

tial in a world in which technology

plays a key role in competitive

differentiation.

But the place at the strategy table

must be well deserved! To earn

this spot, the enterprise architect

must understand the business and

the industry, including customers,

competitors, and all significant

players in the value network. The

architect has a huge advantage

here, for the very skills used in

modeling and understanding the

architecture are highly useful in

the strategy space. We encourage

architects (and strategic man-

agers, for that matter) to look at

our Visual Strategy Process in

“Architecture Strategy” [7], which

goes into preparation for strategy

formulation, creating winning

value propositions, and strategy

expression and execution. Being

fluent in this process will help

senior enterprise architects make

a significant and welcomed con-

tribution to the business strategy.

Enterprise architecture is the

pivotal step in implementing the

business strategy. As often as the

business strategy needs to change

to keep pace with a changing

business context, so too does

the enterprise architecture. To

be a viable and useful means

of translating from strategy to

action across the business, the

enterprise architecture must
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Table 1 — Enterprise Architect as Credible Expert

What You Know What You Do What You Are 
• Deep knowledge in 

some area of the busi-
ness and/or technology 
of the business; broad 
knowledge in other areas 
of the business 

• Past experience in  
the domain to quickly 
integrate key principles 
and identify issues 

• Experience creating 
more than one archi-
tecture in a complex 
organizational and 
technical setting 

• Broad experience;  
can see from multiple 
perspectives, having 
worked in various roles 
on multiple projects 

• Good understanding of 
the products or services  
of the enterprise as well 
as the capabilities on 
which the business 
depends 

• Watch new technol-
ogies, applications of 
technology, or ways  
to synthesize tech-
nologies and domain 
understanding to  
forge new market 
opportunities 

• Lead the creation of 
architectural strategy 
for the enterprise, 
making architectural 
decisions that have 
impact across the 
company 

• Negotiate and set 
priorities across 
product families 
(portfolios) 

• Define architecture 
principles, styles, and 
standards for systems 
across the enterprise; 
create architectural 
mechanisms to address 
concerns that have 
broad impact (e.g., 
system integration 
across the enterprise) 

• Prepare and document 
the enterprise archi-
tecture vision and 
strategy as well as key 
approaches to broad 
architectural concerns 
affecting various areas 
of the company 

• Take an enterprise 
viewpoint, optimizing 
the architectural 
strategy across various 
families or portfolios of 
applications or products 
in the enterprise 

• Thought leader 
• Tolerant of high degrees 

of ambiguity, and good at 
resolving uncertainty and 
setting direction 

• Very good at working at 
an abstract level and 
creating abstractions that 
clarify and contribute to 
system integrity across 
the enterprise 

• Intelligent and quick 
• Highly respected 

internally and externally 
as a sharp (technical) 
thinker who quickly 
grasps key issues and 
implications 

• Innovative and able to 
make technical leaps, 
finding novel solutions 

• Able to develop sound 
strategies to solve tech-
nical problems and 
address concerns that  
cut across the enterprise 
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change to reflect the capabilities

the organization needs to build,

enhance, or adapt to implement

the new business strategy. This

means that the entire enterprise

architecture team must have an

up-to-date understanding of the

business strategy as well as the

business context in which the

strategy make sense. 

Moreover, the enterprise archi-

tecture team is responsible

for reinterpreting the business

strategy in terms that are action-

able within the communities it

leads. Thus, enterprise architects

will set objectives2 for enterprise

architecture work that contribute

directly to business objectives,

exploring and documenting this

contribution to the business strat-

egy through strategy maps [4]. 

The enterprise architect’s role in

strategy preparation and formula-

tion, as well as the insights and

qualities that help the architect

play a valued role here, are sum-

marized in Table 2.

Organizational Politician

The better architects are at work-

ing the organizational politics

dimension of the role, the more

likely they are to be successful.

This is not about power but rather

about getting things done without

direct authority and power. The

work of the enterprise architect
is technically difficult, but the

greater challenge lies in the work

it takes to initiate broad-scoped,

far-reaching change, relying for

the most part on influence and

persuasion. This work is made

easier when the formal structures

and relationships inherent in the

organization’s reporting structure

support the enterprise architect.

But even then, the architect is

effective only when he embraces
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Table 2 — Enterprise Architect as Strategist

What You Know What You Do What You Are 
• The competitive land-

scape of the whole 
business, including: 
�� Industry structure 
�� Market segments 

and respective users’ 
needs and values 

�� The competition, 
and their products, 
strategies, and proc-
esses; insight into 
where competitors 
are headed 

�� The supply chain and 
value proposition of 
different players 

• Company’s capabilities  
and weaknesses 

• Business strategy and  
its rationale 

• Advise high-level 
business strategy 
setters, identifying 
threats and opportu-
nities especially in the 
area of technology and 
technical capabilities 

• Lead teams to identify 
entirely new markets 
and business 
opportunities 

• Play a role in the 
strategic process, 
including the business 
investment decision 
process, and in 
evaluating strategic 
relationships such as 
possible acquisitions 

• Set technical direction 
across the organization 

• Identify strategic 
themes and help 
create synergies 
across groups to 
accomplish the  
associated strategic 
objectives  

• Identify avenues to 
create unique and 
sustainable value to 
create strategic 
advantage 

• Identify new technol-
ogies and capabilities 
that will give strategic 
advantage 

• Look for opportunities 
to create leverage 
across multiple families 
of products 

• Translate corporate 
strategy into technical 
strategy 

• Communicate strategy 
in terms that are 
meaningful to the 
technical community 

• Entrepreneurial — 
having a good sense of 
how the business can 
make money and add 
value 

• Pragmatic — having 
a practical sense of 
what is realistic for the 
organization  
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the need to gain buy-in and sup-

port for the enterprise architecture

and the changes it necessitates. 

In order to understand and inform

or persuade key influencers, the

enterprise architect must build

relationships. A high degree

of personal integrity must be

matched by insight into what it

takes to gain support and achieve

goals in the context of great orga-

nizational challenge. The politi-

cally savvy enterprise architect is

an invaluable asset in a setting of

organizational power players,

each with different business-unit

agendas. The activities, knowl-

edge, and personal attributes that

will enable an enterprise architect

to be successful in bringing about

enterprise-scope change are sum-

marized in Table 3.

Leadership

The architect is a leader in differ-

ent communities. First, there is

“leading up” [15], influencing the

strategic direction. The architec-

ture team needs a designated

leader who is accepted and fol-

lowed by the team. An architec-

ture team without leadership

thrashes and diverges. A leader

is required to infuse the team

with a common vision and to

motivate team members to do

their best work. Further, the archi-

tects lead the implementation

communities, inspiring them to

follow the architecture and guid-

ing them in its implementation.

This requires dedication, passion,

and a strong belief that you can

lead the effort. You must see your-

self, and others must see you, as a

credible leader. Table 4 lists the

qualities that make an enterprise

architect an effective leader.

A GROWTH PATH
FOR ARCHITECTS

Enterprise architects do not

graduate from universities with

all the competencies shown in

Tables 1-4. Business architects on

the enterprise architecture team

may build their experience on the

business side, where the growth

path is more established. In this

section, we address architects

coming from IT (or R&D for that

matter), where seniority tends to

follow increasing decision scope,

similar to the management ladder.

To illustrate how the architect’s

activities and responsibilities and

personal qualities shift with the

different levels of decision scope,

see Levels 1, 2, 3, and 4 in Tables

5-7.3
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Table 3 — Enterprise Architect as Politician

What You Know What You Do What You Are 
• Political process in  

the organization 
• Model of the 

organizational 
networks of influence 
across the business 

• Who the key players 
are and what they 
care about, personally 
and with respect to the 
business 

• Hidden agendas exist 
that could derail the 
architecture; seek to 
discover them 

• Organization’s culture 
and core values; 
sense what it takes  
to align projects and 
groups despite their 
differences 

• Where power is 
focused and how it 
flows in the organi-
zation (e.g., who  
really makes what 
decisions) 

• Influence business 
leaders at the high-
est level in the 
organization 

• Build a strategic net-
work of partnerships 
and relationships with 
inside and outside 
groups; build coalitions 
to work on shared 
desired outcomes 

• Effectively persuade 
and influence across 
various organizational 
groups to achieve 
corporate goals 

• Take and retake the 
“pulse” of the critical 
influencers who can 
impact the success  
of the architecture 

• Weave together and 
balance diverse 
agendas, making 
tradeoffs among 
technical and social/ 
organizational 
concerns and needs 

• Handle politically 
charged situations 
adeptly and smoothly 

• Coach others on 
achieving organiza-
tional effectiveness 
and dealing with 
political situations 

• Driven — see a bigger 
outcome for the 
organization and are 
passionate about it 

• A role model — 
upholding high standards 
of personal and technical 
integrity 

• Perceptive and shrewd 
— with a good sense of 
what can be achieved 
practically 

• Sagacious — wise in the 
conduct of organizational 
affairs 

• Skillful and strategic  
in managing multiple 
relationships 

• Good at communicating 
in a variety of mediums 
to various audiences 

• Effective and comfortable 
working with high-level 
management 
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Level 1 refers to the designers

responsible for components or

elements of a system. Level 2

refers to architects responsible for

the architecture of an application

or system. Level 3 refers to archi-

tects responsible for more broadly

scoped architectures, such as

architectures for solutions (com-

posed of multiple applications or

systems), portfolios (applications/

systems managed together for

business synergy), and product

families (architected together to

create leverage and consistency).

Level 4 refers to enterprise archi-

tects and chief architects in

product development (R&D)

organizations.

In Table 5, we explore what the

architect does to motivate and

align the architecture team with

the teams implementing the archi-

tecture. The key here is to create

a shared purpose, vision, or direc-

tion for the group or organization

and to inspire others to work

toward this goal.

In Table 6, we explore the archi-

tect’s role in decision making and

consensus building. The (lead)

architect facilitates the decision-

making process by building con-

sensus and leading the team to be

decisive even under uncertainty or

when tradeoffs and compromises

must be made. 

In Table 7, we explore the per-

sonal qualities or characteristics

of the architect as leader. The

key point is that the architect

should be seen as a leader in

EXECUTIVE REPORT 1155

Table 4 — Enterprise Architect as Leader

What You Know What You Do What You Are 
• Know yourself and 

what you care to 
achieve 

• Understand the 
need to align people 
with the vision, by 
making it personally 
compelling to them 

• Create alignment broadly 
across the organization 
and empower others to 
make decisions 

• Effectively use different 
decision styles as appro-
priate to the situation (time 
pressure versus need to 
overcome organizational 
resistance, etc.) 

• Build and manage broad 
participation in the decision 
process 

• Make a decision, even 
when it is unpopular, if it is 
critical to the vision and 
strategy of the enterprise 

• Demonstrate unflagging 
personal commitment to 
the vision 

• Gifted and broadly 
recognized leader who 
is able to inspire groups 
to break new ground, 
overcome challenges, 
and reach new levels  
of achievement 

• Respected and active 
leader of the technical 
community across the 
organization 

• Mentor to junior archi-
tects (e.g., at project/ 
product and product 
family/portfolio scope 
levels) 

• Credible — given the 
benefit of the doubt when 
acting decisively to move 
forward 
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Table 5 — What You Do: Motivate and Align

Level 1 Level 2 Level 3 Level 4 
• Sets personal 

objectives and 
works toward 
achieving 
them 

• Communicates 
enthusiasm 
and commit-
ment to 
achieving 
goals and 
making a 
contribution  
to the team 

• Outlines a clear 
direction and 
objectives for  
team; effectively 
motivates team 
toward achieving 
important goals 

• Infuses the 
architecture 
team with  
a common 
vision; aligns 
and motivates 
the team to do 
its best work 

• Builds teams 
that are more 
than a collection 
of individuals 

• Works enthu-
siastically with 
people in own 
group and 
related groups  
to achieve team 
goals 

• Articulates a 
clear strategic 
vision that 
impacts multiple 
teams or groups 

• Involves others 
in creating the 
vision and strat-
egy; good at 
generating 
enthusiastic 
participation, 
buy-in, and 
commitment 

• Creates symbols, 
tells stories, etc. 
to generate 
enthusiasm for 
the vision and 
rally the support 
of people in 
your group or 
organization 

• Is a role model in 
energizing others  
to work toward 
the enterprise 
vision 

• Creates compelling 
strategic vision for 
the enterprise; 
fosters and leads 
cross-group collab-
orations necessary 
to achieve the 
vision 

• Skillful at adapting 
leadership and 
communication 
style to win sup-
port from various 
stakeholders and 
personalities 

• Able to lead 
through stressful 
and difficult times 

• Constantly commu-
nicates the vision 
and constantly 
looks for ways to 
make the vision 
more personally 
compelling to 
others 

• Demonstrates 
unflagging per-
sonal commitment 
to the vision 

©2004 Bredemeyer Consulting 
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his community of impact. It

should be evident that the archi-

tect is upheld as a role model

who inspires others to greater

achievements.

PERSONAL DEVELOPMENT
FOR ARCHITECTS

The competency elaborations

in Tables 5-7 (as well as those in

[10], [11], and [12]) help techni-

cal people decide whether they

want to be architects at all. If they

do, it helps them set targets and

establish a path for personal

growth toward the ultimate level

at which they wish to work. 

Self-Assessment

An assessment of where we are

relative to where we want to be is

key to charting a path to focus our

development of knowledge, skills,

and personal attributes. An infor-

mal way to do this is simply to

assess where we believe our-

selves to be on a five-point scale

using a Kiviat, or spider, diagram,

where the five4 competency areas

form the axes (see Figure 3).

To help direct our attention and

sensitize us to areas in which we

need to enhance our skills or

change our attitudes in order to

be more successful, we have

developed questionnaires for

each competency area. Tables 8,

Table 7 — What You Are: An Effective Leader

Level 1 Level 2 Level 3 Level 4 
 • Viewed as 

an effective 
team leader 

• Viewed by group 
members and 
others as an 
effective leader  
who is able to 
align and inspire 
teams to achieve 
broader organi-
zational goals 

• Mentors project 
architects  
and senior 
developers 

• Gifted and broadly 
recognized leader 
who is able to 
inspire groups to 
break new ground, 
overcome chal-
lenges, and reach 
new levels of 
achievement 

• Respected and 
active leader of the 
technical commu-
nity across the 
organization 

• Mentors junior 
architects (e.g.,  
at project/product  
and product family/ 
portfolio scope 
levels) 

©2004 Bredemeyer Consulting 

Table 6 — What You Do: Decision Making and Consensus Building

Level 1 Level 2 Level 3 Level 4 
• Works with a 

spirit of goodwill 
toward those 
who make 
decisions at a 
different scope 
level 

• Does not resist  
a decision 
just because 
someone else 
made it 

• Facilitates 
the team’s 
progress toward 
consensus 

• Draws out 
various perspec-
tives on the 
team, estab-
lishes alterna-
tives, and leads 
the team in eval-
uating tradeoffs 
so that a deci-
sion emerges 

• Willing and able  
to make credible 
decisions for  
the team when 
needed, espe-
cially when there 
is insufficient 
time or the 
consensus 
process stalls 

• Involves people 
from different 
groups in decision 
making in ways 
that generate 
enthusiasm, 
ownership, and 
personal commit-
ment to implement-
ing the decisions 
and ensuring that 
others do so 

• Makes decisions 
for the group(s) 
when this is the 
best way to move 
forward 

• Effective at selling 
upward and rally-
ing downward to 
build commitment 
to decisions 

• Creates alignment 
broadly across the 
organization and 
empowers others 
to make decisions 

• Effectively uses 
different decision 
styles as appropri-
ate to the situation 
(time pressure 
versus need to 
overcome organi-
zational resistance, 
etc.) 

• Able to build and 
manage broad 
participation in the 
decision process 

• Credible — given 
the benefit of the  
doubt when acting 
decisively to move 
forward 

• Willing to make 
a decision, even 
when it is unpop-
ular, if it is critical 
to the vision and 
strategy of the 
enterprise 
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4Yes, five, even though we have not explored

the consulting area in this report. In brief, this

is the domain of competency where the archi-

tect is educator and consultant, solving com-

plex problems with systemic impact and

helping implementers understand the architec-

ture and see where what they do affects the

architecture. See [1].
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9, and 10 contain a set of ques-

tions in the areas of leadership

explored in Tables 5, 6, and 7,

respectively. The amount of

unchecked “yes” boxes signals

whether this is an area that needs

to be strengthened.

Learning on the Job

Once we are clear about our

development goals, we can seek

out roles and responsibilities that

help us deepen our experience,

hone our skills, and build our rela-

tionship networks. Here, we pro-

vide suggestions for improving

strategy skills:5

�� Practice strategic alignment.

Consider how you can con-

tribute to the achievement of

your business strategy and inte-

grate that into your daily action.

Lead by example in the imple-

mentation of strategies set at

a higher level (business strat-

egy, enterprise technical strat-

egy, portfolio or product set

strategy, etc.). 

�� Learn by doing. Several top

architects have gained experi-

ence by working in manage-

ment positions for a few years.

You should also make the for-

mulation of architecture strat-

egy the first step of your

architecture process. Focus on

doing this well, at whatever

your level of architecting.

�� Earn a place at the table.

Avidly seek to understand your

Technical

Leadership

Organizational

politics

ConsultingStrategy
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Figure 3 — Architect self-assessment diagram.

Table 8 — What You Do: Motivate and Align Questionnaire 

Am I enthusiastic about my team’s ability to make a difference to a higher-level goal?   
(Counterpoint: It’s just a job.) 

� 

Does my team or group have a shared vision?   
(Counterpoint: Ask my manager.) 

� 

Does our vision guide the group’s activities and decisions?   
(Counterpoint: We created a vision some time ago, but it is ignored when decisions  
are made.) 

� 

Do members of my team describe our vision to newcomers/outsiders as if it were  
their own?   
(Counterpoint: Each person on the team has a different vision, and this becomes clear 
when they try to relay the team vision to someone else.) 

� 

Do I enjoy finding and telling motivating stories?   
(Counterpoint: I can’t afford the time for that feel-good stuff; I have to solve the real 
[aka technical] problems.) 

� 

Does everyone in my group understand where we are headed?   
(Counterpoint: We keep arguing about the direction of the project. People seem to be 
working toward contrary goals.) 

� 

Do I set a good example in communicating and following the vision set at a higher 
level?  
(Counterpoint: Our senior architect has no credibility, and I’m not afraid to let my 
feelings be known.) 

� 

Do I take responsibility for my team’s level of motivation and alignment?  
(Counterpoint: No one has given me the authority to motivate my team.) 

� 
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5Suggestions are copyrighted by Bredemeyer

Consulting.



industry, competitors, channel,

and partners as well as cus-

tomers. Have a compelling

contribution to make to busi-

ness strategy and seek opportu-

nities to make this contribution.

Become valuable to the strat-

egy process so that you are

invited to the strategy table

(such as strategic management

team off-sites) because it is

recognized that you will make

a substantial difference to the

outcome. 

�� Get 360-degree feedback. Ask

stakeholders for feedback on

your architecture strategy and

your effectiveness in communi-

cating that strategy so that it

can be executed.

While we may have an inherent

predisposition toward, or distaste

for, organizational politics, it

nonetheless helps to recognize

that this is an area we need to

foster in ourselves. If we feel

uncomfortable, practice will help

us become less so. Below, we

provide suggestions for getting

better at organizational politics:6

�� Do volunteer work. Volunteer

for a task force looking into

cross-organizational issues, for

projects that involve multiple

groups, and for “extracurric-

ular” activities such as charity

work and sports in which

your organization is actively

involved. Use these opportuni-

ties to create relationships and

to get to know the needs and

concerns of other groups, espe-

cially of key individuals in other

groups. Relationships create

personal conduits for informa-

tion and influence, but they

must be built between individu-

als first.

�� Mimic Madison. Madison

was an astute politician; we

can learn a lot that is directly

relevant to business politics

from him as well as from

business leaders and other

political figures. For example,

Madison arrived early at the

Constitutional Convention in

order to greet the delegates

and get to know them as they

arrived. He took exhaustive

notes on what everyone had

to say and performed detailed

analysis of what they were
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Table 9 — What You Do: Lead Group Decision Processes Questionnaire

Do I empower others to make decisions?   
(Counterpoint: I need to make them all myself because they would 
mess up.) 

� 

Do I help the group progress toward consensus?   
(Counterpoint: I have a better solution so, in good conscience, I can’t 
accede to the group decision.) 

� 

Am I effective at building commitment to decisions?   
(Counterpoint: I keep arguing my point after the decision is made.) 

� 

Do I have credibility in the technical community?   
(Counterpoint: People tend to doubt the value of my ideas.) 

� 

Do I have credibility in the management community?   
(Counterpoint: Managers seldom ask me for my input.) 

� 

Do I make credible decisions to move forward when the consensus 
process fails?  
(Counterpoint: When I make a decision, there is a lot of 
questioning/arguing, and it drags on and on.) 

� 
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Table 10 — What You Are: Effective Leader Questionnaire

Am I able to inspire others to reach new levels of 
achievement? 
(Counterpoint: It’s their fault; they just aren’t 
achievement-oriented.) 

� 

Am I viewed as a respected leader of the technical 
community? 
(Counterpoint: I am known for my ability to solve the 
toughest technical problems, but I’m not very good at 
getting everyone to do what I think should be done.) 

� 

Do others seek me out to provide mentoring to them?   
(Counterpoint: I keep a closed door; it lets me focus on 
what I’m doing.) 

� 

©2004 Bredemeyer Consulting 

6Suggestions are copyrighted by Bredemeyer

Consulting.
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thinking and how their per-

spectives were shifting. Identify

lessons like these and practice

them while you find your own

techniques for listening and

influencing to bring about align-

ment among individuals and

groups.

�� Find the pulse. Develop and

maintain a network of relation-

ships with individuals who are

“plugged in” to the business,

the market, and technologies.

Analyze your network as you

would your architecture, think-

ing about what information you

need to be successful (techni-

cally and in making the politics

of the system fly) and who you

need to influence both directly

and indirectly — and how best

to do so.

�� Practice communication. Use

every opportunity to present to

higher levels of management

and focus on honing your abil-

ity to convey a message to this

audience in a way that is com-

pelling. Never stop communi-

cating about your architecture.

�� Get 360-degree feedback. Ask

the architects you report to

(even if this “reporting” rela-

tionship is only informal), the

architects or technical leads

that report to you, your man-

ager, extended team members,

and other stakeholders for

feedback on your commun-

ication skills and your effec-

tiveness in dealing with and

playing a role in the political

web of the organization.

Training

While training classes are not

known for working miracles, many

are excellent vehicles for achiev-

ing attitude shifts (stimulating new

perceptions, energizing, and moti-

vating) and for conveying new

knowledge or ways to synthesize

and integrate existing knowledge,

providing organizing models, and

covering concepts and techniques

in both technical and soft skills

areas. In Table 11, we provide gen-

eral guidelines as well as sugges-

tions for specific courses focused

on improving strategy skills.

Reading

The obvious other place to go

is books and papers. There is a

rather mind-boggling array of

books on leadership, strategy,

and organizational politics, which

come in a variety of guises from

networking to organizational

agility to communication skills.

See “Recommended Reading” for

a list of books, articles, and papers

we find helpful in this area.

CONCLUSION

Enterprise architects must choose

a path: wander in a wasteland

of insignificant and ineffective

decisions or make a laudable

contribution to the excellence

of their enterprises. Having a clear,

articulated strategy and a way to

move from that strategy to activi-

ties and decisions that align with

©2004 CUTTER CONSORTIUM VOL. 7, NO. 8
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Table 11 — Training Classes in Strategy and Related Topics

General guidelines: 
• Attend strategy conferences and training courses. 
• Attend conferences or seminars targeted at business leaders in 

your industry. 
• Attend management training classes, especially those targeted 

at fast-track acceleration of talented managers. 
Specific suggestions: 
• American Management Association’s Strategic Planning 

(www.amanet.org/seminars/cmd2/2526.htm) 
• Bredemeyer’s Consulting’s Architectural Leadership and Other 

Skills — Technical Strategy 
(www.bredemeyer.com/role_of_architect_workshop_overview. 
htm) 
Bredemeyer Consulting’s Software Architecture —  
Meta-Architecture 
(www.bredemeyer.com/architecture_workshop_overview.htm) 

• Grove Consultants International’s Visioning & Strategy provides 
you with useful skills in graphically facilitating groups through the 
strategy process (www.grove.com) 

• Wharton’s Executive Education Program, Strategic Thinking and 
Management for Competitive Advantage 
(http://execed.wharton.upenn.edu/course.cfm?Program=STM) 

©2004 Bredemeyer Consulting 
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it will help you make a strategic

difference in your organization.

At their most promising, execu-

tive managers, supported and

informed by enterprise architects,

set the strategy that will (continue

to) make the organization great.

Enterprise architects translate that

strategy into a form that is exe-

cutable, a form that is useful in

making decisions about which

capabilities to build. Not only are

enterprise architects responsible

for the business capabilities archi-

tecture, but they also architect key

capabilities that must be designed

at enterprise scope. These are

capabilities that, if architected at

a more narrow level of decision

scope, would optimize for that

local scope, creating a solution

that is ineffective across the

enterprise [9].

We encourage you to assess

what role you want to play. Do

you want your organization to be

a stellar example in the league of

organizations it plays in? Do you

want to make it so?

If you do, Madison sets a clear

path for you to follow. In this

report, we have used Madison’s

story to illuminate what it takes to

be a great enterprise architect.

When we boil it all down, what

sets the great enterprise architect

apart from the merely talented

architect is a passionate dedica-

tion to the greatness of the enter-

prise. This passion for greatness

is wasted unless it is focused on

what fundamentally matters.

Strategy identifies what matters.

Leadership and organizational

politics help you achieve it.

To excel, you must focus on the

properties that lead to excellence

and shed anything that merely

distracts attention and contributes

little to the achievement of excel-

lence. This is true for the organiza-

tion, and it is also true of the path

the architect chooses to reach

the position at which he can affect

the greatness of the enterprise in

a substantive way. 

The goal of this report was to

help you identify what is impor-

tant as you choose your path and

make your way along it. Now it is

up to you.
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organizations commit to and develop an overarching plan that ensures their whole
system fits together and performs seamlessly. 

The subscription-based services within this practice — Enterprise Architecture
Advisory Service and Web Services Strategies journal — offer continuous research
into the latest developments in this area, including Web services, enterprise
application integration, XML, security, emerging and established methodologies,
Model Driven Architecture, how to build an enterprise architecture, plus unbiased
reports on the vendors and products in this market. Consulting and training
offerings, which are customized, can range from mapping an infrastructure
architecture to transitioning to a distributed computing environment. 

Products and Services Available from the Enterprise Architecture Practice

• The Enterprise Architecture Advisory Service
• Web Services Strategies
• Consulting
• Inhouse Workshops
• Mentoring
• Research Reports

Other Cutter Consortium Practices
Cutter Consortium aligns its products and services into the nine practice areas
below. Each of these practices includes a subscription-based periodical service,
plus consulting and training services. 

• Agile Project Management
• Business Intelligence
• Business-IT Strategies
• Business Technology Trends and Impacts
• Enterprise Architecture
• IT Management
• Measurement and Benchmarking Strategies
• Risk Management and Security
• Sourcing and Vendor Relationships

Senior Consultant
Team
Our team of internationally recognized
specialists offers expertise in security issues,
e-business implementation, XML, e-business
methodologies, agents, Web services, J2EE,
.NET, high-level architecture and systems
integration planning, managing distributed
systems, performing architecture assessments,
providing mentoring and training, overseeing
or executing pilot projects, and more. The
team includes:

• Michael Guttman, Practice Director
• Scott W. Ambler
• Eric Aranow
• Douglas Barry
• Don Estes
• David S. Frankel
• Paul Harmon
• Ian Hayes
• Tushar Hazra
• Peter Herzum
• Brad Kain
• André LeClerc
• Diego Lo Giudice
• Arun Majumdar
• Jason Matthews
• James J. Odell
• Ken Orr
• Michael Rosen
• Rob Shelton
• Oliver Sims
• William Ulrich
• Tom Welsh

http://www.cutter.com



