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(Part 3 of 5) - This article is the third in a five-part series exploring organizational factors impacting Enterprise 

Architecture (EA). Throughout the series, we will examine what EA truly is and, just as importantly, what it 

should avoid becoming. In this installment, we focus on the foundational elements of an effective Enterprise 

Architecture practice. 

 

“With Enterprise Architecture (EA), the theory is only half the battle. The real challenge is making it work in a 

business that moves at a hundred miles an hour.”1 

A key theme running through this five-part series is that Enterprise Architecture (EA) has never been more 

essential to organizations facing rapid technological change and growing business complexity. As enterprises 

strive to align strategic objectives with operational execution, EA provides the structural backbone that connects 

vision to delivery. This installment outlines some of the foundational elements required to build an effective, 

scalable EA practice that integrates business priorities with data, application, and technology capabilities to 

drive clarity, agility, and long-term value across the organization. 

Before establishing the EA practice, it is important to define the aspirational goals the organization expects EA 

to achieve. These goals should be grounded in the enterprise context which encompasses strategy, the 

operating model, the regulatory environment, leadership priorities, and stakeholder expectations. This sets the 

focus for EA which should be high-impact goals rather than generic artifacts. Goals must directly support 

business needs such as strategic planning, portfolio management, risk and compliance, and product or change 

delivery, with measurable targets to enable evidence-based achievement. 

Common goals for an EA practice include: 

• Enable strategy alignment that links vision, roadmaps, and delivery portfolios. 
• Support fact-based, visual decision-making that relies on models, views, and metrics. 
• Reduce complexity, cost, and redundancy across processes, applications, and technologies. 
• Improve agility, innovation, and governance through modular architectures and clear guidelines. 
• Increase EA practice maturity in roles, tools, processes, and lifecycle management regarding demand, 

change, and delivery.  
 

Once goals are defined and endorsed by key stakeholders, the creation of an EA practice begins with aligning 

technology capabilities with business strategy. Achieving this alignment requires the coordination of four 

foundational architecture pillars which will ensure that EA remains tightly coupled to business value rather than 

becoming a documentation exercise. 

• Business architecture to clarify strategy, capabilities, processes, and outcomes. 

• Data architecture to manage information as a governed, shared asset. 

 

1 Ardoq. How to Measure the ROI of Enterprise Architecture: A Guide to Unlocking Value, "https://www.ardoq.com/knowledge-

hub/unlock-value-new-enterprise-architecture", 07/11/2023. 



 

 

• Application architecture to structure the software portfolio and interactions that enable business 

capabilities. 

• Technology architecture to provide resilient, scalable infrastructure and platform services. 

In the interest of transparency, these pillars 

have been adopted from The Open Group 

Architecture Framework (TOGAF); however, 

they remain applicable regardless of the 

framework an organization chooses to 

implement. Each pillar delineates a distinct 

focus area with a set of responsibilities that 

both inform and are informed by other areas. 

This creates a tightly integrated architectural 

framework rather than a set of isolated 

disciplines that act in silos.  

The progression starts with business architecture and then moves through data, application, and finally 

technology architecture. This reflects the flow from strategic intent to implemented concrete capability. 

Together, these pillars form an integrated framework that realizes the goals of strategic planning, drives 

efficient and standardized operations, and enables secure, scalable growth across the enterprise. Establishing 

these core components lays the groundwork for a cohesive, adaptable EA practice that consistently delivers 

business value and fosters innovation. A brief description of each pillar is provided in the following paragraphs. 

“As the core element within enterprise architecture, business architecture directly determines an 

organization's ability to realize its strategies while serving as a prerequisite for work in other architectural 

domains and acting as the primary foundation for architectural design.”1 

Business architecture as the core element for EA provides the blueprint bridging strategy to execution. The 

blueprint includes the definitions of domains, capabilities, processes, roles, and information flows. It also 

captures business events and decisions. Domains are laid out in a model that organizes them hierarchically 

across three levels: L1 domains core functions such as finance, HR, sales, L2 sub-domains (child areas), and L3 

capabilities (stable, outcome-focused abilities such as trade matching) as illustrated in Figure 2. 

 

1 Deng, H. & Zhao, Y, ICCSMT '24: Proceeding of the 2024 5th International Conference on Computer Science and Management 

Technology. Pages 1056 – 106. 01/21/2025. 

Figure 1 Architectural Pillars 



 

 

 

Figure 2 Example Domain Model 

Capability taxonomies provide a structured foundation for assessing maturity, aligning IT initiatives, and 

analyzing cross-domain processes, event lifecycles, and decision points within an integrated governance 

framework that ensures transparency, efficiency, and traceability.  

Example: "The implementation of a robust business architecture framework resulted in a 30% reduction in IT 

integration costs and accelerated the merger timeline by six months. Furthermore, the bank achieved a unified 

customer view, improving cross-selling opportunities and enhancing the overall customer experience. The key 

lesson learned was the importance of establishing a common business vocabulary early in the integration 

process, ensuring all stakeholders were aligned on strategic objectives and operational definitions."1 

“The organization that has the best information, knows how to use it, and can utilize it quickest wins.”2 

Once a business architecture practice is established, the next foundational concern is data. Data architecture is a 

cornerstone of enterprise architecture, enabling organizations to maximize the value of their data investments 

while mitigating risks associated with poor data quality and unmanaged data flows.  

Organizations should create a unified data model that is composed of technology-agnostic entities and 

attributes that represent business state. The intent is to eliminate silos, inconsistent schemas, and redundancy. 

The result will be a higher degree of consistent, accessible data and analytics. 

Alignment with business architecture occurs through collaboration, mapping capabilities/processes to data 

elements, and using business terminology for semantic consistency. The model must remain synchronized as 

a living artifact reflecting evolving priorities. Governance enforces policies, metadata, and quality controls, 

creating a single source of truth. Benefits include faster insights, reduced errors, operational efficiency, 

compliance, and enhanced cross-team collaboration. 

 

1 CIO Pages Editorial Team. Business Architecture Case Studies: Success & ROI, "https://www.ciopages.com/articles/case-studies-

successful-implementations-of-business-architecture", 01/14/2025. 

2 Daconta, M.C., Obrst, L.J., & Smith, K.T. “The Semantic Web: A Guide to the Future of XML, Web Services, and Knowledge 
Management”, Wiley, 2003. 



 

 

Example: A respected luxury retail brand modernized its fragmented data architecture by deploying an 

operational data hub with event-driven architecture into a low-latency data fabric for 360° customer views. This 

transformation slashed response times to sub-millisecond levels, eliminated peak-season failures, and enabled 

real-time personalization, dynamic pricing, and analytics.1 

“Too much time is wasted building the wrong thing or building something that takes herculean levels of effort 

to keep it stumbling forward like a drunk sumo wrestler up a hill.”2 

Business and data architecture establish what to deliver (capabilities, trusted data). Application architecture 

defines how those capabilities are operationalized. It structures, integrates, and governs the enterprise 

application portfolio to support business capabilities in a scalable, secure, and maintainable way. By bridging 

business architecture with the data and technology layers, it ensures clear purpose, minimized redundancy, 

well-defined dependencies, and alignment of application data with the unified data model.  

Best practices emphasize scalability and resilience as well as modularity and loose coupling with boundaries 

matching business capabilities. Standardized integration and security patterns, ongoing portfolio rationalization, 

and reference architectures like layered n-tier, microservices, event-driven, or modular monoliths are also 

stressed. Vendor and custom solutions prioritize API-first integrations via integration platform as a service 

(iPaaS), enterprise service bus (ESB), or event buses, with versioning and governance to avoid point-to-point 

sprawl and enable incremental modernization. 

Example: In 2008, Netflix suffered a catastrophic database corruption that halted DVD shipments for three days, 

exposing the fragility of its on-premises infrastructure amid rapid growth and the shift to streaming. Over seven 

years, the company migrated to the public cloud using a cloud-native re-architecture focused on microservices 

for scalability, reliability, and fault tolerance, solving challenges like unpredictable workloads and distributed 

system complexities. This transformation enabled Netflix to scale from millions of DVD subscribers to over 300 

million global streaming users with consistent uptime and elastic resource handling.3 

“The importance of IT infrastructure cannot be overstated. It provides the foundation for business operations, 

enabling communication, collaboration, data storage, and access to critical applications. A robust and well-

maintained IT infrastructure enhances productivity, efficiency, and overall business performance.”4 

 

1 Levine, E. Enterprise Data Architecture Transformations Use Cases. "https://www.gigaspaces.com/blog/enterprise-data-architecture-

transformations", 09/05/2024. 

2 Miles, Russ, Grant Tarrant-Fisher, and Sylvain Hellegouarch. Antifragile Software: Building Adaptable Software with Microservices. 

N.p.: Leanpub, 2016. Print. 

3 Tanner, M. Seven application modernization case studies, "https://vfunction.com/blog/application-modernization-case-study/" 

03/24/2025. 

4 Modern IT Infrastructure: Key Components & Management, "https://www.scalecomputing.com/resources/it-infrastructure-

components", 01/20/2026. 



 

 

Applications operationalize the business through trusted data on resilient infrastructure. To achieve this, the 

goal of technology architecture is to deliver scalable compute, 

storage, and secure connectivity. The outcome is a reliable, scalable, 

secure foundation for applications and data that powers business 

capabilities.  

The core triad of compute (capacity/virtualization), storage 

(availability/performance), and network (secure low-latency 

connectivity) directly drives application performance, where poor 

network design can undermine even robust compute and storage 

designs.  

Modern practices emphasize Infrastructure as Code, observability, 

zero-trust security, and hybrid or multi-cloud strategies, with 

governance ensuring standards, automation, portability, and 

proactive monitoring. Well-integrated infrastructure transforms the 

core triad from being a cost center to becoming a strategic 

advantage.  

Example: Banks face seismic shifts from digital competitors, regulations, and demands for personalized 

experiences, but legacy infrastructure stifles innovation. Global digital transformation investment will hit $4 

trillion by 2027, making modernization essential, especially to redefine competitive business models. Platform-

based digital banking solutions can provide scalable infrastructure and facilitate third-party integrations, 

delivering 30% IT cost reductions and 15-25% higher conversion rates in open banking ecosystems.1  

The DRY Principle - “Every piece of knowledge must have a single, unambiguous, authoritative representation 

within a system.”2 

No architecture domain operates in isolation. Cross-cutting concerns ensure integration, consistency, and 

reliability across all layers. Once the core architectural domains define what must be delivered, cross-cutting 

concerns ensure that the how is executed consistently and securely across the enterprise. These concerns 

include capabilities that span all architectural layers to promote cohesion, resilience, and enterprise-wide 

alignment. 

Cross-cutting concerns address non-functional requirements like security, logging, monitoring, auditing, and 

performance across all architectural pillars. They provide reusable services and building blocks (API gateways, 

Identity and Access Management (IAM), centralized logging, etc.) that prevent scattering (duplication) and 

 

1 Veritran. Modernization in Banking: The Definitive Guide, “https://www.veritran.com/en/resources/blog/why-modernization-in-

banking-matters”, 05/14/2025 

2 Hunt, A.; Thomas, D. (1999). The Pragmatic Programmer: From Journeyman to Master (1 ed.). US: Addison-Wesley. p. 328 

 

Figure 3 Building Blocks 



 

 

tangling (mixed business logic) through shared platforms and governance. From an EA perspective, building 

blocks define "what" delivers capability value, while cross-cutting concerns ensure "how" those blocks operate 

reliably at enterprise scale via integration platforms, observability, and CI/CD pipelines. 

Building blocks turn abstract strategy into modular reusable components, distinguishing architectural blocks 

(logical capabilities like processes and integration patterns) from solution blocks (concrete implementations like 

SaaS products and standardized configurations) to scale architecture work consistently across initiatives while 

enforcing enterprise standards. Typical building blocks that support architecture include cross-cutting concerns 

such as data processing, identity and access management, configuration, observability, and process 

orchestration. 

As the EA practice is established, standards that define principles, reference architectures, and reusable building 

blocks to ensure consistency and interoperability across initiatives must be developed. A robust governance 

model enforces these standards through forums, review processes, compliance mechanisms, and active 

stakeholder oversight. Effective change management is essential to embed these practices into ways of working 

and to sustain transformation as the needs of business and technology evolve.  

This document emphasizes that building an effective Enterprise Architecture practice extends beyond 

theoretical frameworks. It requires a deliberate, comprehensive approach that aligns business strategy with the 

organization’s structural, technological, and procedural foundations. Success begins with clearly defined goals 

rooted in business context and stakeholder needs, ensuring that EA efforts drive strategic alignment, data-

informed decisions, reduced complexity, improved agility, and measurable maturity. 

Standards across policies, documentation, tooling, and reference architectures ensure the four architectural 

pillars will be able to be translated into consistent execution. These standards provide a common language that 

encourages collaboration, reduces complexity, manages risk, and accelerates delivery while maintaining agility.  

An effective EA practice becomes a strategic enabler, aligning business and technology through clear goals, 

governance, and reusable building blocks. By integrating cross-cutting concerns such as security and 

observability into shared services, EA evolves from a documentation exercise into a catalyst for operational 

excellence, continuous transformation, and sustainable growth. 

 

In the next installment, we’ll discuss the role and importance of governance to the Enterprise Architecture 

practice. 

  



 

 

How Alpha Can Help 

Alpha FMC is the leading global wealth and asset management consultancy, with expertise in leading global operating 

model and workforce design initiatives. Our team is made up of industry experts who have worked with some of the 

largest global asset managers across all aspects of the operating model, including helping redefine global workforce 

strategies.  

 Leaders in developing change to asset managers 

Alpha is the leading global asset management consultancy, having worked with 95% of top 20 Asset Managers by AUM; by 

leveraging our expertise in delivering change within these organizations, we are uniquely positioned to structure program 

deliveries for our clients. 

Leaders in operating model design and operational enhancements 

We have unparalleled experience working with many of the major global investment clients, driving internal change 

seamlessly to increase operational efficiency. Our experience gives us a unique perspective on driving organizational 

restructuring at a global level to provide faster delivery times.  

Technology Consulting Expertise Enterprise Architecture, Data, AI, and Graph Technologies 

Alpha FMC’s Technology Consulting Services excel in Architecture, Enterprise Data Management, AI, and Graph 

Technologies, enabling AWM firms to achieve top-quality, high-performance technology solutions.  

Program management expertise  

Alpha holds a track record of implementing many of the industry’s largest and most complex deals, with the ability to 

manage and prevent some of the largest transition risks seen in such initiatives. 
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Principal Engineer, Director of Architecture, Enterprise Architect, and Chief Architect, leading the design 

and evolution of complex enterprise platforms. 
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