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‘Just Enough EA’ started as a request from members of the 
JISC Enterprise Architecture Practice Group, for a 
practical and quick resource to support learning about 
using the standard tools and techniques in Enterprise 
Architecture.  This resource is  ‘just enough’ to kickstart the 
process  for members  who are just starting out EA - in the 
adopter and implementer categories. The intention is to 
learn from more experienced colleagues, how they have 
applied the framework to institutional projects. 

Information Technology professionals in the Higher 
Education (HE) sector have become effective EA 
practitioners by learning together, which forms our 
mantra, ‘learning, by doing, together.’ 

‘Just Enough EA’ draws on this  powerful approach to 
present stories, challenges  and lessons learnt. We 
encourage you to read it, absorb it, discuss  it,  debate on it 
and then put into practice!

This  first issue is  focussed on The Open Group 
Architectural Framework (TOGAF), Architecture Vision 
and Principles - the starting point for any strategic 
approach to EA. The stories in this issue have been taken 
from earlier adopters in the JISC EA programme. They 
explain how they applied TOGAF to projects, developed 
and applied Vision and Principles. 

We encourage you to use this resource as an initial thinking 
toolkit as you begin to formulate your ideas. Talk to 
colleagues,  and compare notes.  There are links  to other 
resources, contacts and a glossary at the end. 

We welcome suggestions  for future issues. We aim to 
provide professional depth in the future. 

Happy reading, learning, networking, and doing Enterprise 
Architecture!

From the Project Team.

The Architecture Development Method (ADM)
TOGAF is a trademark of  the Open Group

Source: The Open Group (2009).
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Choosing a methodology includes undertaking 
the necessary work to adapt the ADM to the 
needs of the particular organisation (for 
example some organisations use the ADM with 
Zachman’s set of defined deliverables). Questions 
as to the availability of sufficient resources to 
undertake the architecture process, and the 
return on investment, will feature at this stage. 
Defining scope well is particularly important and 
considerable effort should be put in to get this 
right at the beginning of the architectural process.

Questions of scope are likely to include: 

Which parts of our organisation should we 
include as being part of the ‘enterprise’?
Which architectural domains are we 
describing? (In general, a complete EA is 
considered to be made up of four elemental 
domains: business, data, applications and 
technology)
To what level of detail should the architecting 
processes go?
What timescale are we considering?

This preliminary phase is also the place where 
issues of governance and the control of the project 

Figure 3.1 
Architecture Development Cycle
source: The Open Group18
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Sam Rowley gives a excellent account of Staffordshire 
University’s  interpretation of their Enterprise Architecture 
effort. He describes practical steps  taken to generate the 
Architecture Vision and Principles  that the group’s being 
guided by today, and how TOGAF’s ADM has been 
applied within the institution.  

“Sam manage s t e chn i ca l 
development in the Learning Development and Innovation 
team at Staffordshire University. He has a long track record 
of developing technology supported learning applications 
and trying to get them to play nicely together to support 
business processes. This experience has  convinced him of 
the need to be involved in ‘shared services’ and ‘shared 
data,’ hence his interest in EA as a means to promote and 
embed an “Enterprise mindset” in future University 
developments.”

Project summary and objectives
The project has been sponsored by the Joint Information 
Systems Committee, JISC and will enable Staffordshire 
University to join its various change initiatives around 
curriculum development into a coherent and radical 
overall change process.  

Why we choose to use TOGAF
The choice of TOGAF started with us identifying the need 
for Enterprise Architecture. The University had made 
significant progress in re-engineering its  business  processes 
but only from a business Architecture point of view. 

Applications and technology aspects  had not been 
considered.
 
We identified EA as  an aid to transforming business 
processes in a more joined-up, holistic manner. We wanted 
an EA framework that provided guidance on "how to do 
EA' as we had no existing EA capability. TOGAF 
(specifically the ADM) provided that leadership. At about 
the same time, we were shown ArchiMate language at one 
of the JISC Curriculum Design Programme meetings and 
decided we wanted to use it as our modelling language. 
TOGAF and ArchiMate language looked to be on 
converging development paths so that was a good fit. We 
are in a 'grass-roots EA' scenario. We are trying to explain 
to our senior management about the need to start thinking 
about the University Architecture and how to develop it. 
	 	
There were some changes in senior management at the 
University, getting this message by has been difficult, but 
there is evidence of  a growing acceptance of  the message.

In this context, the benefits we expected from using 
TOGAF were:

Better understanding of 'the big picture' in 
each project, i.e. the stakeholder would 
understand better the business service 
required to support changes and the 
technical staff would have a better 
understanding of the business  problems that 
they were trying to solve.

Proposed Science and Technology Centre opening It features a host of  specialist science and technology laboratories, a cognitive and developmental psychology suite, interview rooms, 
two lecture theaters which can transform into a single 250 seat facility, a dedicated IT suite, learning resource centre, flexible learning spaces, café, and public exhibition space.12. 

Continued on page 4
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Demonstration of a more strategic approach 
to managing change.

Raised awareness  of the benefits of and the 
need for a University EA.

Getting started
I started learning about TOGAF by downloading TOGAF 
9 as a non member of The Open Group (link provided at 
the back page). The download included 'The TOGAF 9 
Book' in pdf format but the online TOGAF 9 specification 
with hyperlinks proved to be more easily accessible. As 
mentioned above, we were in the position of trying to 
demonstrate the value of EA/TOGAF to gain buy-in for 
institutional adoption. We tailored the TOGAF ADM by 
excluding anything that was  based on full scale institutional 
adoption, i.e. governance, and EA capability development.

Learning to use TOGAF
The TOGAF 9 document isn't exactly a riveting read, so I 
took the Architecting the Enterprise TOGAF for 
Practitioners eLearning course. The idea was that the 10-
week CDROM-based course would allow me to learn 
about TOGAF at the same time as applying it in my daily 
work. Successful completion of the workbook supplied 
with the course would lead to TOGAF certification.
 
The main benefit of taking the course was that completion 
of the workbook committed me to, becoming familiar with 
all sections in the TOGAF document which would 
probably have taken longer otherwise. The eLearning 
slides were uninspiring, but the course included webinars, 
in which an instructor provided commentary on the 
content and answered questions asked by the online 
audience. These were the most useful elements of the 
course. I think a better approach to this type of learning 
would be to do away with slides, and have more webinar 
tutorials, coupled with workbook exercises. Certification 
wasn't a specific aim, but I thought it might help our 
stakeholders have more confidence in the EA approach; if 
we could say we had a certified practitioner on the team.

How TOGAF was used on the project
We are using TOGAF on the Enable project, which is part 
of the JISC Curriculum Design Programme. The aim of 

project is to develop a more agile, flexible and responsive 
curriculum design. We aim to accomplish this through 
business process changes that will be managed in a more 
holistic and strategic manner.  TOGAF is a core part of this 
approach.

We have two strands of EA-related work. We are using 
TOGAF on a very small scale development to streamline 
external examiner processes. The aim, as  mentioned 
above, is to demonstrate the benefit of using EA to gain 
buy-in so we can extend the approach. We are also, 
developing 'as is' models of the curriculum design domain 
as  a whole to serve as a starting point for developing an 
Architecture Vision for the same area. We originally 
created a baseline report for JISC which included an early 
model of the curriculum design domain, but this was our 
first attempt at EA modelling and it contained too much 
activity detail. It was  at the level of detail that Business 
Process Modelling Notation, BPMN, would be more 
appropriate.

We conducted a very brief preliminary activity to identify 
stakeholders, define Architecture Principles, frameworks 
and methodologies, but omitted the rest activities about 
doing EA. Many activities assume the EA effort is an 
institution-wide approach, e.g. putting the appropriate 
governance in place. So we missed out these steps for our 
small scale development. 

Continued on page 5

“We have had better communication between stakeholders using EA 
models.”

“We are in a 'grass-roots EA' scenario. 

We are trying to get over to senior 

management the need to start thinking 

about the University Architecture and 

how to mature it”
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We tackled phases A-D of the ADM, focussing on 
capturing enough information to understand the external 
examiner processes and define the target Architecture. 
Again, we omitted steps relating to establishing EA 
capability and governance.

Phases A to D of  the ADM applicable to Staffordshire University

What we didn’t do
We omitted phases E to H as they were not applicable in 
the context of the small scale external examiners’ 
development. These phases will be more so in the next 
iteration looking at curriculum design as whole. As 
mentioned above, we also omitted any steps related to 
establishing the institutional EA capability and 
implementing governance. We are trying to demonstrate 
the value of EA to gain buy-in for institutional adoption, so 
the institutional steps were not relevant. 

Results and benefits achieved
We have had better communication between stakeholders 
using EA models. The models  have provided the 

stakeholders with a very clear picture of how business 
processes are supported by IT, and data which has been 
invaluable from the business and IT sides.
 
ArchiMate, a modelling language has  proved to be a good 
tool for communication. We have found that stakeholders, 
when shown a model, start talking about how closely it 
matches their experience rather than what the symbols 
mean. It appears that they intrinsically understand what it 
means.
 
We have also seen increased awareness and understanding 
of the idea of EA, and a growing acceptance of the need 
for it. We now need an executive-level champion to lead it.

Issues and challenges
We've come across the following challenges that we are yet 
to fully address:

How to implement a common modelling approach 
if  you've got multiple Enterprise Architects.

How to develop modelling capability across  the 
organisation.

How to manage model versions and revisions.

How to get a champion to lead an institutional EA 
approach.

Solutions/approach
Treat the ADM as a collection of useful steps  that can be 
applied if they make sense in your situation. Omit as much 
of the ADM that does not readily fit with the project. 
Doing EA modelling alone may provide immediate benefit. 
Tailor your ADM according to time available.
 
Getting certified  
I took the ‘Architecting the Enterprise’ e-learning course as 
outlined above. The slides were not great but the 
workbook, deadline and webinars were useful.
 

Continued on page 6

“Attend the Enterprise Architecture Practice Group - the best community 
by far.”
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Architecture Vision and Principles
The University hasn't adopted EA as an official approach, 
so our Vision and Principles have been used only on our 
project rather than adopted institution-wide. Again, this is 
an example of trying to gain buy-in for EA before we can 
reach mass adoption. This makes adoption of Architecture 
Principles somewhat redundant in our situation. Although, 
we thought there would be value in trying to gain 
experience and apply the Principles no matter how small 
the scope of  the development.

We looked at the set of TOGAF Architecture Principles, 
and they realised that they covered all our needs. We also 
looked at Roehampton's  Principles,  which were very similar. 
We then decided to adopt the default TOGAF Architecture 
Principles with the intention of revisiting them if we got 
extensive EA adoption. We have drawn up a draft 
Architecture Vision based on the coordination operating 
model as defined in the book "Enterprise Architecture as 
Strategy" by Weill and Ross. This Architecture is based 
around seamless  access to shared data whilst maintaining 
enough flexibility to allow innovation.

This is not an agreed Vision for the University but is 
enough to serve as  a good starting point for discussion. 
Defining this  Vision is somewhat irrelevant, as the rest of 
the organisation hasn't bought into the need to have an 
operating model and manage change through EA, but it 
gives us  a vision we can promote and use to initiate a 
discussion.

Identifying institution’s Visions
We haven't collaboratively identified the Vision yet. We are 
still engaged in raising awareness of the need for EA Vision 
and Principles.

Applying institution’s Principles to EA projects
The Principles  are only used on a single project at the 
moment, so we don't have any practical experience of 
linking institutional Principles to projects.
 
Governance structure
We haven't got a governance structure. Ours is a 'grass-
roots' EA effort as outlined above.

Achieving objectives
We've not achieved our objective yet.

Dos and Don’ts

Don't worry about whether you are 'doing 
TOGAF' or 'doing EA'. Just focus on the 
problems you are trying to solve.

Don't talk about EA/TOGAF as an end in 
itself. It is the means to an end. If you 
mention it at  all, ensure it is in the context of 
being a method for producing better business 
benefits/results.

Don't slavishly follow the TOGAF ADM. Tailor 
it. Omit steps that aren't of any value to you. 
Tackle the phases in a different order or omit 
phases. Do whatever makes sense in your local 
context.

Do use a modelling tool rather than a drawing 
tool to produce the models.

Do engage with the community of HE EA 
practitioners via the EA Practice Group.

Do look at other institutions models.

Do read the ArchiMate modelling guide on the 
web site.

 

“Don't worry about whether you are 'doing TOGAF' or 'doing EA.' 
Just focus on the problems you are trying to solve.�

End.

University Business School 
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John Townsend has been a leading advocate for Enterprise 
Architecture in the Higher Education sector since LJMU’s  
involvement in the original JISC EA Pilot project in 2008.  
EA is now formally mandated as part of the LJMU 
approach to managing change where strategic business 
processes and information services are involved.

The original LJMU Enterprise Architecture Pilot (LEAP) 
was designed to build on existing work in Information 
Systems Architecture and Governance.  EA was used as  an 
approach in a major programme of institutional change to 
improve efficiency and effectiveness  and address the 
changes  that were beginning to affect the whole of higher  
education.

Why we choose to use TOGAF
The opportunity to explore and use TOGAF was part of 
the JISC Enterprise Architecture pilot,  along with 
membership of The Open Group and the provision of 
formal TOGAF training. Our approach was to take the 
elements of TOGAF we thought would be helpful and 
apply them to our work.  TOGAF is designed to be use in 
this  flexible way, though it took a while to appreciate that.  
The formal training was  very hard going for everyone as we 
were very new to TOGAF.

How we used TOGAF
LJMU had already adopted PRINCE2 and Managing 
Successful Programmes for all projects  and programmes. 
We were also already committed to the EFQM Excellence 
Model, using the Balanced Scorecard, and were considering 
ITIL for service management. We were able to integrate 

TOGAF into this overall framework for managing change 
and adapted the elements  of the Architecture Development 
Method (ADM, or the ‘crop circle’) that were 
complementary. 

LJMU’s interpretation of  projects mapped onto the ADM

It became clear early on in our TOGAF training that 
enterprise architecture planning must always start with the 
strategic vision of the organisation, which in turn 
determines the objectives and information principles. 
Understanding this  is very important to the work we do. We 
understood that you have to follow through from the 
business strategy to business  structure and processes, then to 
your applications and services and the underlying 
information, data and technology architecture, as you 
progress around the ADM cycle. You are always driven by 
business requirements in the centre of  the circle. 	      
	 	 	 	 	   Continued on page 8

(John’s picture)



FROM LIVERPOOL JOHN MOORES UNIVERSITY!  PAGE8

In our case we found TOGAF helpful for the initial stages 
of developing business, systems/services and technology 
architecture, dovetailing with our other tools and 
approaches for the latter stages of the cycle,  as the diagram 
shows.  In all it was quite useful for us  to evaluate TOGAF 
and without it we would not have reached some useful 
conclusions.
	 	 	 	
Projects applied
Our focus was student administrative services as the target 
area for ‘doing EA’ and we started by modelling the 
business processes involved. Our approach is that, “There’s 
no such thing as an EA project; there are projects we do 
using the EA approach”, so the project and the business 
need it meets has always been our starting point. 

For example, we have been looking into integrating a 
customer relationship management (CRM) system for 
LJMU alumni with our main CRM system. As a first step 
we are modelling processes  and technology services 
involved to understand the ‘As Is’ state and how best to 
achieve a common process in the new integrated approach 
that meets the combined business requirement. 

Benefits we achieved
Areas where lessons learned from the TOGAF approach 
and the EA pilot have helped us in achieving our 
objectives: 

It has  helped us  to define our Information 
Management principles.

We are able to articulate our main information 
systems  components  and associated services to 
improve the way these relate to each other.

We are able to focus more on business requirements 
as  the driving force, as  part of a cultural shift from 
thinking about systems to thinking about services.

As a separate exercise we have merged two former 
departments: Academic Planning and Information, 
which dealt with central registry functions, planning 
and corporate reporting; and Computing and 
Information Services. The departments now work 
together reporting to a Chief Information Officer 
(CIO) who comes from a business  background. The 
approach we have taken to this merger and 
restructuring has focused on services to be delivered 
rather than systems and technologies to be 

supported, which in turn has  been supported by EA 
thinking.

Architecture Vision and Principles
Architecture Vision and Principles are inherent in our 
overall Information Management Vision and Principles, 
which are an important element of our Information 
Management governance structure.  We don’t have 
separate Enterprise Architecture principles  and we don’t 
think that is necessarily the intention in TOGAF.  

LJMU’s Information Management Principles
1. Information is a valuable shared institutional resource 

and must be managed appropriately throughout its 
lifetime.

2. Information should be available to those who need it 
(ideally ‘anytime, anywhere and anyhow’) subject to 
security and acceptable use policies.

3. University information must be trustworthy (relevant, 
accurate, timely, secure).

4. All members of the University community are 
personally responsible for managing the information 
they create and use.

5. Information management should add value to the 
University community.

6. The status of information sources (e.g. definitive/
primary, derived/secondary) must be clearly defined 
and only definitive/primary sources  should be 
updated.

	 	 	 	 	           Continued on page 9

A construction site
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7. Information management must comply with 
external statutory and regulatory requirements.

8. Information management principles  will inform 
IT principles.

9. There is  a common vocabulary and data 
definition.

10. The University is responsible for assisting staff to 
work in the most effective ways possible. 

The LJMU Information Management Principles were 
derived and adapted from examples  developed by other 
organisations,  mostly from outside the HE sector.  This is 
a key point – it is not necessary (or advisable!) to start 
from scratch.  

Whilst we have developed these principles,  we have not 
done enough in terms of communicating them to the 
organisation; we’re hoping to progress  this  during the 
current restructuring, as  the principles will be embodied 
in the policies that underpin our service structure.

In addition, having established the Information 
Management Principles we now need to return to them 
and make modifications  in the light of experience, 
changing or removing those we found not to be useful 
and adding new ones.  This  is part of evolving our EA 
approach.  The evolution is  an important point to 
understand: EA is about managing change and so the 
way you ‘do EA’ cannot be set in stone!

Meeting objectives 
We met the objectives of the pilot project,  although, it’s 
been quite difficult to show measurable benefits, as  so 
many factors  contribute. However we formally do 
Benefits Realisation as part of the Managing Successful 
Programmes (MSP) approach, and it should be possible 
to identify the EA contribution in time.  

We’re currently using the EA approach as part of a 
major programme to improve the student experience at 
LJMU – understanding how better to communicate with 
our students and provide better services. A good example 
is  the enrolment process  – the first impression new 
students  get. We hope this  will improve student 
satisfaction and retention and provide better reporting 
mechanisms. We believe this  is achievable now because 
we’ve got a robust, disciplined foundation for managing 
change where business and information is involved 
‘doing EA’. Using TOGAF is itself a disciplined 

approach so suits that model well for the parts of it we 
use.

Dos and Don’ts

Do some background reading on the 

application of TOGAF, and do learn from 

your colleagues in other institutions.

Don’t think you need to do TOGAF training 

or become TOGAF certified to get started.  

Don’t look at TOGAF as a huge framework 

and try to use it all.  You won’t get started at 

all!

Do base how you use TOGAF on what you’re 

trying to achieve – just as you use EA to 

support a project, not do an EA (or TOGAF) 

project! 

	 	 	 	 	 	
	 	 	 	 	 	
          .

End.
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“John King and Conan Kearney describe how they started 
with EA and TOGAF, what they did and didn’t do right 
and look at what they need to do to continue the 
development. John managed Project Cairo,  which 
introduced Roehampton to EA, and Conan led the 
implementation from the practitioner’s perspective.”

Project CAIRO was a JISC funded project,  which was 
carried out in Roehampton University. The project 
assessed the value of EA, and the issues surrounding the 
introduction of  an EA approach in the sector.

Why I chose to use TOGAF
The use of TOGAF was mandated as part of the JISC 
funded Project Cairo. That was the only option, as  well as 
the use of ArchiMate, as  the main modelling tool for the 
project.  The question is instead is, why did we recognise 
the need to be involved with the ideas of  EA?  
Our decision arose from the notion that we needed to 
make our IT to respond better to business  requirements, 
and to make the business requirements better specified. We 
needed some sort of framework that would help us to work 
better and to “change” together. We needed better control 
over the types of projects we took on, and the technologies 
that are used to provide the services. We had some ideas 
derived from Service Oriented Architecture. We needed to 
build up reusability,  to become more efficient in a 

development context. I think it was a way for us to have a 
wider perspective of  the institution. 

We had a strong vision of what we wanted to achieve; 
getting rid of the system silos, effective replicable 
integration, sharing data, increasing development 
flexibility, and challenging suppliers to be more responsive 
to market changes. EA seemed to offer the kind of 
constructive framework we needed. It was the biggest 
driver, along with the way it fitted into the University’s 
integrated systems roadmap.

Learning to use TOGAF 
Initially,  we thought that TOGAF would be prescriptive; 
that it would dictate what we did and, in a sense, it does 
through the Architectural Development Method. There 
were areas it didn’t decide what we chose to do; it is just a 
guide. So we leapt in! Unfortunately, we came to a 
grinding halt because we set out to do “an Enterprise 
Architecture Project.”   

Continued on page 11

(John & Con’s pictures) 
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Examples and case studies from the private sector tended 
to reinforce the idea of an “Enterprise Architecture” 
project. We spoke to Cardiff University,  Liverpool John 
Moores University and Kings  College, London. We then 
began to understand the idea of managing existing 
projects  with EA, rather than being faced with a massive 
EA project. It then began to make sense! 

We did value the opportunity to network while attending 
an Open Group conference and one of Gartner’s summit 
conferences! Unfortunately, the formal training that the 
pilot institutions received was difficult to understand. The 
preliminary study on the use of EA in HE institutions was 
not thorough. The examples that were used at the 
workshop were not easily translatable. We didn’t worry 
about it, we just did what we needed to do. We decided to 
take a sort of light-touch approach, which has  served us 
well. The strength and distinct intellectual rigour of the 
ADM pulled us through!

Roehampton’s interpretation of  projects mapped onto the ADM

Using TOGAF on Projects
We followed up on the idea of managing project using EA, 
and not having an EA project. We had some existing 
projects  and retrofitted them into the vision. We also 
designed some data principles.  We started doing some 
modelling; using BiZZdesign Architect. We began to 
spread the practice through the team so that modelling 
started to be used in all our IT projects in similar ways.  
We also started to build up our EA repository,  using 
modelling as a standard for organising the knowledge of 
our Business and IT artifacts  – processes, systems, servers, 
networks, etc.  Just the basic information. We started to see 

the skills  the team developed in implementation of the 
projects.  Although some of the projects were not 
completed. We were also concentrating on short-term 
goals  rather than the strategic plans  for the institution. We 
then had another project; attendance monitoring, which 
we could apply the ADM cycle in full. We could then begin 
to run new areas like,  the viewpoints and use the models to 
facilitate discussions with staff  about change.

What we didn’t do
The biggest issue we didn’t address was  to establish a really 
firm EA Governance. We thought the existing Project 
Governance based on Prince2 would be sufficient; it didn’t 
ask the right kind of questions, and had no structure that 
would allow the right questions  to be asked. As a result, 
there was a need to retract and establish some sort of 
governance body.

At the start of the project, we didn’t look at the bigger 
picture. We were contented with just improving on 
modelling skills and exploiting the modelling software in 
different projects. We were pleased with the models and 
focussed more on modelling. We realized the need to go 
further than just modelling; doing more than just a 
TOGAF ‘lite’ approach. It meant that we needed to gain a 
better understanding of EA and how to involve our 
stakeholders. 

Benefits we achieved
There were tangible and intangible benefits,  but we cannot 
say that either is more important. We have gained:

Useful project-based skills in modelling, building, 
using a consistent repository and having 
information available, which makes it all easier the 
second time around.

Standardisation in the way we look at outputs  like 
gap analyses and future architectures. 

Shortened timescales with the availability of 
repository information. 

Continued on page 12

“We view things in an enterprise-way, and not just for short-term 
benefits.”
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“The importance of  talking to other colleagues can’t be overstated.”

View things  in an enterprise-way, and not just for 
short-term benefits.

Use of viewpoints to assist in conversations, change 
management and educate stakeholders.

We are gradually building up our understanding of how 
things work on a service level, what makes them effective, 
what roles are involved, integration requirements and so 
on. This  is definitely moving towards replication and reuse. 
Although, it is a long-term ambition.

Equally, there is  the motivation of a methodology for 
establishing development priorities and conformance to 
acceptable standards across the institution. In a very 
practical way, the idea of EA and the ADM helps to ensure 
that you cover all the bases by making informed arguments. 

Deer at Richmond Park

Issues and Challenges
As we progress, we anticipate the problem of embedding 
EA as  part of what the University does. EA champions are 
hard to find and even harder to convince because they are 
swamped with other priorities. It would be good to 
establish a more convincing way of measuring Return on 
Investment as part of  this argument. 

The Governance issue has  already been mentioned.  It is 
going to be necessary when it comes to taking EA to the 
next level, where the full understanding and management 
of change can be exploited. We have got our four domains 
developing nicely,  but we haven’t really pushed far into the 
later stages  of the ADM. We feel that there is as  much 

productivity to be gained as there has been in the early 
stages. 

We certainly have to thank the JISC for funding Project 
Cairo, without which we would have found it difficult to 
begin. It does  cost more effort to start and maintain an EA 
approach. We used the project funding to obtain EA 
training and to pay for commercial licences  for the 
Architect software. We also employed 2 additional Business 
Analysts. 

Do’s and Don’ts
Do use EA in projects and use as much, or as 

little of the ADM as is appropriate.

Use a modelling software to get some immediate 

results. The models help make strong 

arguments for or against EA. Then concentrate 

first on the short-term benefits.

Build an environment where people can learn to 

apply the ideas without worry of failure.

Do attempt to build a guidance system; a form 

of governance which involves significant 

stakeholders.

When you get this running, then bring in a 

greater intellectual knowledge of EA; this will 

lead to more tangible benefits eventually!

The importance of talking to other colleagues 

can’t be overstated. There were colleagues from 

Liverpool John Moores University, Cardiff and 

Kings College, London who supported us 

during our learning process.

	 	 	 	 	 	    End.
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The Leeds Metropolitan SOAPOpera project, was aimed 
to build on existing work in Information Systems 
Architecture, Governance and web services. 

Projects we used TOGAF
TOGAF was applied to SOAPOpera1 and SOAPOpera2 
projects, FSD projects. Focus  of the ADM on the projects 
included aspects of defining the business vision, 
implementation and migration planning. TOGAF helped 
to ensure that we seized the opportunity to follow current 
and best practice in the sector. 

Benefits achieved using TOGAF
TOGAF’s approach to these projects  is 
appropriate because it could be used as a guide. 
Current projects are now fitted into the 
framework, especially in building or maintaining 
IT systems. 

It provided us with a framework and a structured 
way o f work ing. I t he lped create an 
understanding between business and IT. This is 
real value for the institution. 

Overall, there has not been any immediate cost savings, 
but our systems are joined-up, which provides value to IT 
service.

Challenges faced using TOGAF

We didn’t have difficulty in getting management buy-in as 
was expected. The issue was much about how EA is 
aligned with the University’s values, and priorities. There 
was a lack of sufficient resources allocated to the project, 
and this was a major challenge. 

Lessons learnt 
The importance of having a common language, 
procedures  and shared understanding of specific terms  in 
the domain that people work together is  beneficial.  It 
would save much time, and increase transparency among 
colleagues. Setting up a TOGAF implementation 
programme or a TOGAF project wasn’t really necessary 
for us. 

Architecture Visions and Principles
There was an implicit articulation of the Vision and 
Principles. There was an implicit recognition of what 
needed to be achieved for Information Management, 
Governance, Application Management and Technology 
Management. We used a more pragmatic approach  to 
help colleagues understand the purpose for the Principles.

	 	 	 	             Concluded on page 14

Rob’s Picture & Profile
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Dos and Don’ts

Get a good overview of TOGAF, probably up to 

the practitioner level. Attend the course and take 

the certification. Going on the course is a quick 

way of learning, although it takes you out of 

your work environment, but it keeps you 

focussed. 

Buy the self-study guide,  which cost between 

100pounds to 200pounds. It  helps to provide a 

good summary of TOGAF.

TOGAF can seem daunting initially because 

it’s a huge framework for small institutions, 

and may take a long time to fully understand 

it. Map existing projects into the TOGAF 

framework and look for the gaps. 

Recognise and take confidence that you 

probably do most of TOGAF already. It will help 

you identify the areas you can improve on. 

Then start to share that message among your 

peers, and ensure you’re engaging with the 

business in your conversations. 

It would be much cheaper to get a tutor in so that 

more people could take the training.

	 	 	 	 	 	 	
             		 	 	 	 	     End.

“TOGAF has provided us with a framework and a structured way of  
working.”
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From Sam:
Attend the Enterprise Architecture Practice Group. Read books from MIT Sloan on Enterprise Architecture.  Read the 
ArchiMate modelling guidance online. Use Archi to get people familiar with models and modelling as  a first step towards 
becoming a shared language to aid communication.

From John:
You can download the framework online for free, even if you’re not a member of the Open Group. They also have 
many useful white papers that are well worth looking at,  especially about TOGAF in comparison with other 
methodologies.

From John and Con:
With the EAPG in place, there is  a Foundations course and a very competent ArchiMate-based modelling tool, Archi. 
The costs are not prohibitive, it is more of  a decision based on perceived value of  the ADM. 

From Rob:
I downloaded the TOGAF manual on David Rose’s  mandate and bought the online self-study kit to facilitate the 
training. I was not able to attend any of  the traditional classroom training due to work constraints.

Other resources & links
The Open Group Architectural Framework, TOGAF 9 
http://www.opengroup.org/togaf/
TOGAF Architecture Principles 
http://www.opengroup.org/architecture/togaf8-doc/arch/chap29.html
Staffordshire University Enable Project
http://www.jisc.ac.uk/whatwedo/programmes/elearning/curriculumdesign/enable.aspx
Roehampton Architecture Principles  
http://www.roehampton.ac.uk/cairo/project-documentation/index.html
LJMU Architecture Principles 
http://www.ljmu.ac.uk/developmentprogramme/
Leeds Metropolitan University SOAPOpera Project
http://www.jisc.ac.uk/whatwedo/programmes/flexibleservicedelivery/soapopera.aspx
Book: Enterprise Architecture as Strategy by Peter Weill and Jeanne Ross, MIT SLOAN. 
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ArchiMate: An open and independent architectural 
modelling language which supports the description, 
analysis  and visualization of Architecture within and 
across business domains. 

Archi: A free, open source, cross  platform ArchiMate 
modelling tool.  Archi creates models  using the ArchiMate 
modelling language.

Architecture Development Method, ADM: A 
generic method for architecture development, which is 
designed to deal with most system and organizational 
requirements.

Balanced Scorecard: A strategic planning and 
management system that is  used extensively in business 
and industry, government, and nonprofit organizations 
worldwide to align business  activities to the vision and 
strategy of the organization, improve internal and external 
communications, and monitor organization performance 
against strategic goals.

Business  Excellence Framework, EFQM: A 
framework for organisational management of systems, 
promoted by EFQM (formerly known as the European 
Foundation for Quality Management) and designed for 
helping organisations in their drive towards being more 
competitive. 
 
BiZZdesign Architect: A modelling software from the 
company BiZZdesign which enables the use of the 
modelling language,  ArchiMate, now an Open Group 
standard for Business Modelling.

Enterprise Architecture, EA: An enterprise-wide 
approach for aligning ICT strategy and implementation 
with organisation strategy, so that ICT services  work 
together properly and realise the organisation's vision.

EA Foundations: A 3 month course for IT and business 
change practitioners new to Enterprise Architecture in 
Higher Education & Further Education Colleges.

Enterprise  Architecture Practice  Group, EAPG: A 
group supported by the JISC to help IT and business 
managers and specialists from the UK HE & FE 
communities to learn and share experience and questions 
on getting started in Enterprise Architecture. 

Flexible Service Delivery Programme: A 
programme for Universities  and Colleges in the UK, 
joining up their disparate corporate information and 
academic systems, and considering new modes of service 
provision, such as shared services, so that they can deliver 
improved, cost effective administrative and student 
services. 

Higher Education & Further Education, HE & FE.

ITIL: A framework that provides a systematic and 
professional approach to the management of IT service 
provision.

Joint Information Systems Committee, JISC: An 
independent advisory body that works with further and 
higher education by providing strategic guidance,  advice 
and opportunities  to use ICT to support learning, 
teaching, research and administration.
 
Managing Successful Programmes, MSP: A best 
practice guide that aims  to help your organisation 
coordinate and plan all projects so that they support each 
other and are allocated the necessary resources.

PRINCE2: PRINCE® (Projects in Controlled 
Environments), is a widely used project management 
method that navigates you through all the essentials for 
running a successful project.

The Open Group Architectural Framework, 
TOGAF®: A framework with a detailed method and set 
of supporting tools for developing an Enterprise 
Architecture.


