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Closing the 3 gaps – 
Business architecture in 
action 

Business Architects

The Rock Stars of Architecture



We're Phoenix Group
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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



Session Objectives
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Q&A

1 Introduce ‘The Art of Action’

2 Insights into Business architecture at Phoenix Group

3 Business architecture linkage into business analysts



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

3 Gaps

Friction makes doing simple things difficult and difficult things impossible
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Business architecture within Phoenix & Business Analysis linkage

Strategy

Change
Delivery

Business
Architecture

Informs and 
refines strategy

Drives changes 
to architecture

Translates 
strategy for 
execution

Generates 
improvements

Business 
Analyst 

Engagement

Low

High



Key activities and supporting tools

Translate Organisation Strategy into Executable Plan

Articulation of Operating 
Models

Development of Investment 
Roadmap

Triage Ideas, Shape & Size 
Initiatives

Enterprise Design 
Assurance

Enterprise Operating Model Framework

Business Capability Model

Maturity Assessment Tool

Scope on a Page (SOAP) 

Initiative & Dependency Maps



Case Study 1 : Knowledge Gap
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Identifying 
capabilities 

critical to the 
main intent

Situation
Business Architecture 

Contribution

New proposition launch

Complication

Mixed understanding of 
capabilities required and 

available

Clarify core and differentiating 
capabilities. Inform sourcing 

strategy.

Spotlight

Capability Map
Maturity Assessment



Business capability model



Capability maturity assessment 



Case Study 2 : Alignment Gap
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Operating 
model 

evolution

Situation
Business Architecture 

Contribution

Next phase of strategy 
execution

Complication

Structure adaptation to 
optimally support execution

Facilitate Design Options & 
Recommendation

Spotlight

Operating Model 
Framework 

Principles based design 
& evaluation



supports

Operating model framework
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Target Business Model

Target Operating Model

Products & Brands
What do you sell

Customers
Who do you sell to

Channels
Which sales channels

People & Partners
Who does what

Location
What happens where

Process
How do we do it

Governance
How we assure

Capability
What do we do

Technology & 
Data

What tools support this

determines

Strategy

Current Operating 
Model

Guiding 
Principles



Principles based evaluation
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Principle Option 1 Option 2 Option 3

Overall

Principle A

Principle B

Principle C

Principle D

Recommendation



Case Study 3 : Effects Gap
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Investment 
roadmap & 

dependencies

Situation
Business Architecture 

Contribution

Development of the annual 
operating plan

Complication

Top-down and bottom-up 
expectations need aligned

Agree contribution of each 
initiative to strategic outcomes 

& interdependencies

Spotlight

Initiative & Dependency 
Maps

Scope on a Page (SOAP)



Initiative & Dependency Map
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Strategic Outcome 1

Strategic Outcome 2

Strategic Outcome 3

Initiative A

Initiative B

Initiative G

Initiative C

Initiative D

Initiative E

Initiative F
Connection 1

Connection 2

Connection 3

Connection 4

Connection 5



Scope on a page (SOAP) 

Next Process Number = P#
Last Updated = ##/##/20##

Key

HL Groupings

Enablement only

Some changes

New/Major change

Manual  process 

Later phase

Not in Scope - No exis ting 
functionality

Not in Scope - No change to 
existing functionality

Project dependency

<Project Name> - Scope on a Page diagram

<Epic Name>
 (E1)

<Epic Name>
 (E3)

<Epic Name>
(E2)

<Process Name> 
(P3)

<Process Name> 
(P1)

<Epic Name>
(E4)

<Process Name>
 (P5)

<Epic Name>
(E5)

<Process Name> 
(P2)

<Process Name> 
(P4)

<Process Name>
 (P6)

<Process Name>
 (P7)



Summary & Key Takeaways
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Q&A

1 Closing the 3 gaps is key to successful strategy execution

2 Business Architecture can facilitate the bridging of these gaps

Within Phoenix Group, the SOAP is the key artefact that links 
business architecture and business analyst roles4

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