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71l Phoenix

Business Architects

The Rock Stars of Architecture

Closing the 3 gaps —
Business architecture in
action




We're Phoenix Group

The UK'’s largest long-term savings and retirement business.

We look after the pensions, savings and investments of around 12
million customers across the UK and Europe

Our purpose is to help people secure a life of possibilities; from
our customers, colleagues and investors, to wider society.

Our vision is to be the UK’s leading retirement savings and
income business
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Session Objectives

1 Introduce ‘The Art of Action’

.@.
2 Insights into Business architecture at Phoenix Group
3 Business architecture linkage into business analysts

Sl Phoenix



Friction makes doing simple things difficult and difficult things impossible

STEPHEN BUNGAY

rstand how to walk the talk of strategic intent,
lity, day in day out, at every level of our organisation’
& CEO, Mercodes AMG-Petronas Formula One Team

This book helped us unde
cmpowerment and accountabi
Toto Wolff, Team Principal &

am

How Leaders Close
the Gaps between Plans,
Actions and Results
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3 Gaps

Knowledge

what we would like to know and what
we know

Alignment

what we want people to do and what
they do

Effects

results expected and results achieved



Business architecture within Phoenix & Business Analysis linkage
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Drives changes
to architecture
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Key activities and supporting tools

Translate Organisation Strategy into Executable Plan

Articulation of Operating Development of Investment Triage Ideas, Shape & Size
Models Roadmap Initiatives

Enterprise Operating Model Framework
Business Capability Model
Maturity Assessment Tool

Scope on a Page (SOAP)

Initiative & Dependency Maps
<1l Phoenix

Enterprise Design
Assurance



Case Study 1: Knowledge Gap

Business Architecture

Situation Contribution
New proposition launch Clarify core and differentiating
capabilities. Inform sourcing
strategy.
Identifying
capabilities
critical to the
Complication main intent Spotlight
Mixed understanding of Capability Map
capabilities required and Maturity Assessment
available
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Business capability model

Manage the Organisation Deliver Acquisitions & Integrations ( Phoenix Business Capability Model
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Manage our customers

Customer Management

Product Proposition p s
ustomer Service Management Customer Lifecycle

Management

Management

Fund Management
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Capability maturity assessment

Capability Importance Definition

Strategic

Core

Foundational

Strategic capabilities serve as the basis for competitive advantage i e. , act as a differentiator versus our competitors; providing us significant
customer value or a source of economic advantage. There are two types: those which help the organization in the present, and adaptive
capabilities which help the organization learn, adapt, and thrive over time.

The capabilities which are important to our customer value or economic position |.e. customer administration and focus predominately on

operational excellence or are key enablers for the strategic/differentiating capabilities.

All the capabilities which are essential to running a business i . facilities and are managed to a industry best practice or norm where there is a level
of standardisation can be achieved, they do not offer an opportunity for competitive differentiation

Sl Phoenix

Optimised

Effective

Develop

Initial

Process is established, scalable and achieving
the quality and volumes needed.

Performance is proactively managed via process
improvement

Process improvements are documented and
trained out

Process metrics, KPI, SLA in place and reviewed

Process is established and scalable

Process is achieving the quality and volumes
needed on time and in full

Process is fully documented and well trained out
Developing metrics

Process tasks are performed and managed
according to requirements

Processes achieve variable quality as well &
differing outputs

Processes are not scalable

Some process documentation may exist

Process is performed ad hoc and depends
heavily on the competence and experience of the
user.

Limited knowledge of performing the process
exists within the team

Limited or no process documentation exists

« Comprehensive technology enablement and
scalability is in place

» Technology is compatible with organisation
architecture principles

« Continued review of technology underway for
continuous improvement opportunities

« Bestin class and best practice reviews undertaken
across market — to keep pace with technology
advancements

« Technology is used to its full capability and meets
the majority of our needs

* Modem technology and technology enhancements
and bedded in

« The technology meets the minority of our needs and
does not achieve all of our EA principles.

« Technology needs to be scaled up to meet future
demand

« Modem technology options under review

= There is a distinct lack oftechnology enablement
from existing technology platforms

= Limited use of modem technology

= Performance outcomes may be affected (e.g. cost,
time, quality)

Optimal capacity, skills and
competence exist

Strong career pathways are in place
and well understood by employees

Skills and competence are at correct
level formeeting capacity

Defined career pathways starting to be
embedded

Capacity exists but requires
development of skills and competence to
scale up

No defined career pathways exist

Skills, competency and capacity all
require development



Case Study 2: Alignment Gap

Situation

Next phase of strategy

execution

Complication

Structure adaptation to
optimally support execution
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Operating
model
evolution

Business Architecture
Contribution

Facilitate Design Options &
Recommendation

Spotlight

Operating Model
Framework
Principles based design
& evaluation

L



Operating model framework

Current Operating Guiding

Model Principles
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Principles based evaluation

Principle

Overall

Principle A

Principle B

Principle C

Principle D
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Recommendation
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Case Study 3 : Effects Gap

Situation

Development of the annual
operating plan

Complication

Top-down and bottom-up
expectations need aligned
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Investment
roadmap &
dependencies

Business Architecture
Contribution

Agree contribution of each
initiative to strategic outcomes
& interdependencies

Spotlight

Initiative & Dependency
Maps
Scope on a Page (SOAP)
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Initiative & Dependency Map

Strategic Outcome 2

Initiative D

Strategic Outcome1 Strategic Outcome 3

Connection 3

[nitiative C Initiative B >

Connection 2 Connection 5

A
[nitiative A
Connection 4
Connection1 -
\< Initiative G
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Scope on a page (SOAP)

<Project Name> - Scope on a Page diagram

<Epic Name>
(E1)

<EpicName>
(E2)

<Epic Name>
(E3)

<EpicName>
(E4)

<EpicName>
(E5)

<Process Name>
(P3)

<Process Name>
(PS)

<Process Name>
(P6)

<Process Name>
(P7)

<Process Name>
(P2)

<Process Name>
(P4)
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‘ HL Groupings ‘

‘ Enablement only ‘

‘ Some changes ‘

‘ Manual ‘process’ ‘

‘ Later phase ‘

Not in Scope - No existing
functionality

Not in Scope - No changeto
existing fun ctio nality

‘ Project depend ency ‘

Next Process Number = P#

Last Updated = ##/## /20t

[project name] - SOAP Commentary

Process
Pl

Grouping
<Heading on SOAP>

Process Name
<Process name on SOAP>

Current Status Requirement

<S0AP Box
Colour=

State Requirement (not solutionl), i.e. user story

Commetary/Assumptions

Comments relating to the requirement. This can
include current systems used and/or potential
solution comments.

P2

P3

P4

P5

PG

P7




Summary & Key Takeaways

~ WD
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Closing the 3 gaps is key to successful strategy execution

Business Architecture can facilitate the bridging of these gaps

A range of business architecture tools & techniques exist.
An enterprise-wide capability model is a critical artefact.

Within Phoenix Group, the SOAP is the key artefact that links
business architecture and business analyst roles

®

Q&A
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