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ABSTRACT

Enterprise architecture (EA) has provided organizations with powerful frameworks with which to plan,
manage, model and coordinate the alignment of organizational 1S/ IT portfolios with organizational
strategy. However, for the benefits of EA to be realized, it needs to also contribute to the process of
implementing the specified systems and platforms. Whilst implementation was seen by early authors
as an integral aspect of the EA process, it has since generally been ignored by authors, or investigated
through an ontological lens of discreet technical architecture activities that does not account for the
social context of an EA implementation (EAI). Drawing on an actual case study of an EAIl in a large
Australian financial services organization, I examine the importance of the EAI process to the delivery
of the systems and platforms specified in the EA plans and highlight an alternative perspective that has
the potential to sensitize scholars and practitioners appreciate to the social context of an EAL

CASE STUDY DESCRIPTION

Bankl is a large Australian bank and operates internationally. The EA process was initiated by the ar-
chitects in response to a change in strategic direction of the organization. In Bank1, the architects are
structurally differentiated from the business and are situated in the technology function. They are also
structurally differentiated from other technology units due to their strategic and IS/ IT portfolio design
focus (as distinct from operational support and project delivery focus. Once the EA plans were approved
by the executives of the business and technology, the architects began to select the hardware and software
products that would realize the changes to the IS/ IT portfolio specified in the EA plans and to develop
an implementation schedule for the delivery of those products into operation. As the architects owned
the EA process, they were responsible for building support and commitment for the selected technol-

DOI: 10.4018/978-1-5225-2382-6.ch009

Copyright © 2017, IGI Global. Copying or distributing in print or electronic forms without written permission of IGI Global is prohibited.



Re-Thinking the Challenges of Enterprise Architecture Implementation

ogy products with business and technology stakeholders. All technology projects at Bank1 are funded
by the business and are staffed by specialist technology staff. It was therefore critical that the architects
build connections with stakeholders from both the business and technology in order to realize the IS/IT
portfolio improvements described in the EA plans.

The architects at Bank1 viewed their EAl role in technical terms and their objectives were to select new
systems and develop implementation plans to deliver those systems into operation. The practices of the
architects effectively created an impermeable boundary around them and made it difficult for information
to flow into and out from the architecture team. When selecting the software and hardware products, the
architects mapped key architectural objectives to available commercial- off-the-shelf (COTS) software
and hardware products. Working amongst themselves, they developed evaluation templates and criteria
to help them assess the suitability of various COTs products. The criteria emphasized architectural and
performance goals (i.e. strategy alignment, flexibility, scalability, interoperability) which represented
important improvements to the existing architecture of Bank1’s technology portfolio. However, business
and technology staff were not involved in the design of the evaluation criteria and whilst these criteria
may have reflected the values and concerns of the architects, they represent a partial understanding of
requirements since they take little account of what is important to the business, especially when select-
ing new software and hardware products (cost versus benefit, manage costs, continue to make a profit,
etc.). The architects also paid little attention to the concerns and information needs of technology and
technology project staff and did not engage with them. They would not discuss the selected technology
products with technology project staff which meant that the business and technology were potentially
investing in and implementing technology products that would be replaced by the EAI. The architects
also made it difficult for people to engage with them as their preferred method of communication was
via a wiki. The architects were virtually inaccessible to technology staff and gave little consideration to
their expert understanding of the existing architecture and its technology components.

When the architects presented the plans for the selected hardware and software products and the
programs of work to the senior executives of the business divisions for approval, these executives were
reluctant to commit to funding the hardware and software products and the programs of work specified by
the architects, and eventually the implementation of the EA was abandoned altogether. Consequently, there
was no overarching technology vision at Bank1 and the business divisions developed and implemented
their own architectures for their own particular needs rather than the requirements of the organization.

Scenarios such as this one reflect the difficulty that organizations have in transitioning from the de-
velopment of their EA plans to the implementation of those plans. Though the need for EA appears to
be well accepted and many organizations have adopted EA, many organizations are unable to build and
exploit their EA plans (Roeleven, 2008). Researchers have addressed many of the factors associated with
EALI failure such as the technical expertise and training of architects (Aier & Schelp, 2009), governance
processes and structures (Buchanan & Soley, 2002; Ross, 2003) and the efficacy of frameworks, methods
and modelling tools (Jonkers et al., 2003; Lankhorst et al., 2005), but despite the efforts of researchers
to address the problem of EAI failure, the EAI failure rate continues to be high. There are concerns that
the failure rate of EA initiatives is higher in comparison to other technology projects (Sidorova & Kap-
pelman, 2010). Many business and IT practitioners, as reported in some surveys, have little confidence
in EA being successful and anticipate EA projects to fail (Shaw, 2010). The high failure rate of EAI
initiatives raises interesting questions for scholars - how to make sense of the continued failure of EAI
initiatives and the inability of organizations to transition from the development of their EA plans to the
implementation of those plans. What existing theoretical perspectives might be usefully drawn on by
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