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Abstract 
Organizations in the Financial Services industry are facing multiple simultaneous challenges as 
digitalization, changing regulations from European Union, and Financial Technology start-ups 
force established organizations to transform their business models. The purpose of this thesis was 
to research, how the Enterprise Architecture function of a large Nordic Financial Services compa-
ny can achieve a strategic partnership with the organization’s digital business. The research was 
conducted as a qualitative research. The empirical research methods were borrowed from 
Grounded Theory. Selected frameworks from literature were used to analyze how the Enterprise 
Architecture function should improve its operations in the changed strategic context. 
 
The most important strategic concept for the case organization is digitalization, which it perceives 
as a technology driven change in customer behavior, where the customer will do consume digital 
services instead of traditional financial services products. The case organization needs to focus on 
providing digital customer experience as the wide branch network the case organization possess-
es is no longer a strategic competitive advantage.  
 
Comparing the Enterprise Architecture function to frameworks fitting the case organization’s con-
text, its role was found to be reduced to information system architecture management. The case 
organization doesn’t have business and information architectures. They also lack a strategic deci-
sion to the integration and standardization levels of their digital businesses. Alongside with its leg-
acy systems, this causes the case organization to struggle with the agility of their development 
programs. As the Enterprise Architecture function focuses on the development of information sys-
tem architecture, they are not able to steer the organization’s Enterprise Architecture’s transfor-
mation to a company focusing on digital services. 
 
As the main findings of this research, to regain its position as a strategic partner to digital busi-
ness, the Enterprise Architecture function should research business opportunities enabled by new 
technology. Also, they should help implement customer experience by creating customer experi-
ence architecture, facilitate business decisions enabling agile service development, and steer digi-
tal platform implementation. 
 
Keywords: Enterprise Architecture, Strategy Execution, Digitalization, Financial Services, 
Case Study 
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Tiivistelmä 

Rahoitusalan yritykset kohtaavat useita yhtäaikaisia haasteita, kun digitalisaatio, Euroopan Unio-
nin muuttuva sääntely ja rahoitusalan teknologia-start-upit pakottavat vakiintuneet toimijat muut-
tamaan liiketoimintamallejaan. Tämän diplomityön tarkoitus oli tutkia, miten erään suuren poh-
joismaisen rahoitusalan yrityksen kokonaisarkkitehtuuriyksikkö voi saavuttaa strategisen yhteis-
työkumppanin aseman yrityksen digitaalisen liiketoiminnan kanssa. Tutkimus toteutettiin kvalitatii-
visena tutkimuksena. Empiirisen tutkimuksen menetelmät lainattiin Grounded theorystä. Koko-
naisarkkitehtuuriyksikön toiminnan analysointia varten valittiin kirjallisuudesta muutama viitekehys, 
joiden perusteella annettiin suosituksia, miten yksikkö voisi parantaa toimintaansa muuttuneessa 
strategisessa kontekstissa. 
 
Tärkein yrityksen strategiaan vaikuttava konsepti on digitalisaatio. Yritys kokee digitalisaation ole-
van teknologian aiheuttama muutos asiakkaiden käyttäytymisessä siten, että asiakkaat kuluttavat 
digitaalisia palveluita perinteisten rahoitusalan tuotteiden sijaan. Tästä syystä yritys keskittyy tuot-
tamaan digitaalista asiakaskokemusta, sillä laaja toimistoverkko ei enää tuota strategista kilpailue-
tua yritykselle. 
 
Verrattaessa yrityksen kokonaisarkkitehtuuriyksikön toimintaa kontekstiltaan sopiviin viitekehyksiin 
havaittiin, että yksikön rooli on vastata vain tietojärjestelmäarkkitehtuurin hallinasta ja kehitykses-
tä.  Tutkitulla yrityksellä ei ole liiketoiminta- ja tietoarkkitehtuuria. Yritykseltä puuttuu myös strate-
ginen päätös digitaalisen liiketoiminnan eri yksiköiden integraation ja prosessien yhteneväisyyden 
tasosta.  Yhdessä vanhan tietojärjestelmäarkkitehtuurin kanssa tämä aiheuttaa merkittäviä haas-
teita digitaalisen liiketoiminnan ketterälle kehittämiselle. Kokonaisarkkitehtuuriyksikön keskittyessä 
tietojärjestelmäarkkitehtuurin kehittämiseen, se ei pysty ohjaamaan yrityksen kokonaisarkkitehtuu-
rin muutosta kohti digitaalisia palveluita tarjoavaksi yritykseksi. 
 
Tämän tutkimuksen tulosten mukaan saavuttaakseen strategisen yhteistyön digitaalisen liiketoi-
minnan kanssa, kokonaisarkkitehtuuriyksikön pitäisi tutkia uusien teknologioiden mahdollistamia 
liiketoimintoja ja auttaa toteuttamaan digitaalista asiakaskokemusta luomalla asiakaskokemuksen 
arkkitehtuuri. Lisäksi yksikön pitäisi auttaa digitaalista liiketoimintaa ymmärtämään, millaiset stra-
tegiset päätökset auttaisivat tekemään palveluiden kehittämisen ketterämmäksi. Yksikön pitäisi 
myös jatkaa digitaalisen liiketoiminnan alustan toteuttamisen ohjaamista. 
 
Avainsanat: Kokonaisarkkitehtuuri, strategian toteuttaminen, digitalisaatio, rahoitusala, 

tapaustutkimus 
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1 Introduction 
Digitalization is predicted to strongly affect the Financial Services industry in the 

upcoming years (Bradley, Loucks, Macaulay, Noronha, & Wade, 2015; World 

Economic Forum, 2015)(World Economic Forum, 2015). Longstanding yet complex 

operating models of the established players attract new, agile competitors, who can 

serve customers with easy-to-use and simple offerings (Botsman, R., 2014). Financial 

Services are already highly dependent on Information Technology (IT) since the main 

resource, printed money, is almost completely digitized. Companies with high digital 

maturity significantly outperform their competitors across all industries (Westerman, 

Tannou, Bonnet, Ferraris, & McAfee, 2012). All significant financial service 

companies in Finland have reported major investments in digitalization and aim to 

provide first-class digital customer experience (Taloussanomat, 2015). 

Digital maturity builds upon two capabilities: digital intensity, which is enhancing 

customer engagement and internal operations with technological capabilities, and 

transformation management intensity, which consists of both the capacity of the 

leadership to improve business-IT relationships and the organization’s ability to 

change its culture to fit digital business (Westerman et al., 2012). The digital business’s 

high reliance on information calls for methods of strategic information management 

across the whole organization, which is the core of Enterprise Architecture (Fong & 

Goldfine, 1989). In the public sector context, organizations which effectively adopted 

Enterprise Architecture as a tool guiding Information System planning, achieved better 

organizational transformation towards business-aligned IT (Hjort-Madsen, 2007). 

Enterprise Architecture is found to promote the accomplishment of Enterprise-wide 

goals, provide insight into the complexity of an organization, and to permit the 

integration, standardization and undoubling of related processes and systems (van 

Steenbergen et al., 2011). Thus, Enterprise Architecture would seem to be a suitable 

tool for pursuing digital transformation. This research aims to find out, how Enterprise 

Architecture can support strategic planning and implementation, i.e. strategy making, 

in a large financial services company in Finland. 
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1.1 Research problem, objectives, and scope 
The increasing competition introduced by digitalization forces organizations to 

increase their agility and effectiveness in IT portfolio management. Gartner (2016A) 

defines digitalization as “the use of digital technologies to change a business model 

and provide new revenue and value-producing opportunities; it is the process of 

moving to a digital business.” Thus, digitalization is not only an issue in technological 

improvement in an enterprise context; digitalization requires holistic business-centric 

organizational development. 

The case organization of this research has a major investment in creating and executing 

a strategy that transforms the company into digital age. One challenge for the case 

organization is ensuring the effectiveness of the investments to digital strategy and the 

alignment of business and IT. Especially the Enterprise Architecture function in the 

case organization especially seeks to improve its contribution to the digital business’ 

strategy making, i.e. they seek to employ architecture practices that improve the case 

organization’s strategic position in digital business. This defines the research problem 

and scope of the research: the purpose of this research is to find the necessary means 

for the case organization’s Enterprise Architecture to establish strategic partnership 

with the business segments and strategic management. The research problem is 

articulated as the following research question: 

RQ: How could the case organization link strategy making with the strategic 

digital business’ architecture practices? 

Given the width of the research question, it is further divided into three research sub-

questions, which together help in formulating an encompassing answer to the research 

problem. The research sub-questions and their purpose are further elaborated on in 

Table 1.1. 

RSQ1. What strategic architecture concepts exist in strategic digital business 

development? 

RSQ2. What is the dominant view in strategic digital architecture practices in 

literature in the case organization’s context? 

RSQ3. How does the dominant architecture view in case organization differ from 

the view in literature? 
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Table 1.1 Research questions and sub-objectives of the thesis 

Research sub-questions Sub-objectives Chapter Method  

1. What strategic 
architecture concepts 
exist in strategic digital 
business development? 

a) To observe, what 
architecturally 
significant 
digitalization concepts 
does the case 
organization perceive. 

Ch 3 Interviews 

2. What is dominant view 
in strategic digital 
architecture practices in 
literature in the case 
organization’s context? 

b) To research, what 
strategic architecture 
concepts does the 
academia perceive. 

c) To find frameworks 
where to compare the 
case organization’s 
architecture practices to 
in a matching context 

Ch 4 Literature 
review 

3. How does the dominant 
architecture view in case 
organization differ from 
the view in literature? 

d) To understand, how the 
case organization could 
establish more strategic 
architecture practice. 

Ch 5 Synthesis from 
interviews and 
literature review 

1.2 Research methodology 
This thesis is conducted as interpretive research. As Locke (2003) describes, this 

means that a priori assumptions are kept to a minimum and the purpose of the research 

is to understand the social context of the organization and to build theories upon the 

experiences and perceptions of the interviewees in the case organization. Those 

perceptions and experiences are likely to vary within different divisions in the 

organization (Locke, 2003). Hence one goal for this research is to create a common 

understanding of the Enterprise Architecture function’s role in tackling organizational 

challenges caused by digitalization. 

As the purpose of this research is to find appropriate recommendations based on the 

experiences and perceptions within the case organization, no a priori hypotheses were 

made. The recommendations should emerge from both the internal and external 

context of the organization. Thus, an inductive research strategy was created (Figure 

1.1). This research borrows data analysis methods from Grounded Theory, originally 

described by Glaser & Strauss (2009) in 1967, a well-established qualitative research 

method. The research process is described in more detail in Chapter 2. 
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Figure 1.1 Research strategy 

1.3 Thesis structure 

This thesis is structured as presented in Figure 1.2. After the introduction to the 

research topic in Chapter 1, the research method is described in Chapter 2. The context 

of the case organization is then analyzed in Chapter 3, followed by literature analysis 

on how Enterprise Architecture should operate in a context matching with the 

described case organization’s context (Chapter 4). In Chapter 5 the case organization’s 

Enterprise Architecture practice is compared to that found in literature, fitting in the 

case organization’s context. In Chapter 6 the implications of the findings of this 

research are presented. The thesis is then summarized in Chapter 7. 

Research strategy (chronological order)

Empirical research answering questions:
- RSQ1: What strategic architecture concepts exist in strategic digital business development?
- RSQ3: How does the case organization practice Enterprise Architecture?

Literature research answering questions:
- RSQ2: What is the dominant view in strategic digital architecture 
practices in literature in the case organisation’s context?

Synthesis from empirical and literature research:
- RSQ3: How does the dominant architecture view in case organization differ from the view in 
literature?

What kind of literature should be researched?

Theoretical lens: how should Enterprise Architecture 
in case organization be analysed?

Material for
EA analysis



5 
  

 

Figure 1.2 Thesis structure 

  

Chapter 1. Introduction
- Introduce research problem area, objectives, scope, and structure

Main source: 
Preparatory 
literature
research

Chapter 2. Research Process
- Describe research process: how the research was designed and 
conducted

Main source: 
Preparatory 
literature
research

Chapter 3. Digitalization as a Shift in Customer Behavior
- Describe what digitalisation means to the case organization and how it 
affects their strategy and operational environment. I.e. describe concepts
Enterprise Architecture needs to tackle to provide strategic support.

Main source: 
Empirical research: 
Interviews

Chapter 4. Strategic Architecture in Literature
- Find frameworks to which to compare the case organization’s Enterprise
Architecture practices.

Main source: 
Literature research

Chapter 5. Role of Enterprise Architecture in Digital Business’ Strategy 
Making
- Analyze case organisation’s EA through the theoretical lens found in Ch 4.

Main source: 
Mainly empirical 
research, 
supported by 
literature

Chapter 6. Discussion
- Describe the results of the thesis and discuss their practical and 
academical implications.

Main source: 
Thesis analysis

Chapter 7. Conclusion
- Summarize the thesis results.

Main source: 
Thesis analysis
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2 Research process 
Section 2 describes the research methodology and how it was applied in the empirical 

research conducted. The purpose of the empirical research was to give answers to 

research sub-questions 1 and 3: what strategic architecture concepts exist in strategic 

digital business development, and how does the dominant architecture view in case 

organization differ from the one in literature. As the literature was compared to the 

empirical research at the end of the study, the empirical research aimed to find out the 

strategic digital architecture concepts and the dominant architecture view in the case 

organization. By postponing the literature search and comparison to the end, the risk 

of bias from existing literature was mitigated. 

2.1 Research design 
Figure 2.1 presents how the research was conducted in the case organization. The first 

phase of the research was to establish a general standard of knowledge about the 

problem area and design research questions. Alongside the introduction, research 

design is the subject of Chapter 1. 

The instructor of this thesis gave some recommendations on general strategy and 

Enterprise Architecture literature whilst some were searched using Google Scholar. 

The research questions were verified together with the instructor and contact person 

from the case organization. This is a representative description about the roles of the 

instructor and the case organization’s contact person. The instructor provided 

mentoring to the research process and contributed to the comprehensiveness of the 

analysis through discussions about the research subject. 
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Figure 2.1 Research design 

After the initial research design, the empirical research of the thesis was designed and 

conducted. The empirical part of the research was conducted as a semi-structured 

interview research, where a total of 15 executives, managers and experts were 

interviewed for the thesis. Emerging theories from the empirical review were 

compared to the literature and then presented to a set of interviewees and the theories 

were validated and elaborated on in a workshop. The results of the empirical research 

were then synthesized with the literature findings. 

The final phase was to write the thesis and thus report the theories which emerged in 

the research. As Figure 2.1 describes, this phase was done in parallel with the results 

validation workshop – the data from the workshop affected the final thesis report, and 

the analysis from empirical research was validated in the workshop. 

Figure 2.2 represents how data from empirical and literature research were analyzed. 

At first, the digitalization context of the case organization was analyzed. Then, 

Empirical research

Theoretical 
sampling

Questionnaire 
formulation Interviews

Data analysis & 
theory 

generation

Theory reporting

Results validation workshop

Validation with 
instructor

Validation within 
case 

organization

Research Design

Research 
question design

Problem area 
review

Literature comparison

Thesis writing

Synthesis analysis: EA in case organization
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frameworks matching the case organization’s context were searched, and at the end 

was analyzed, what kind of role the case organization’s Enterprise Architecture 

function should have in the digital strategy making. 

 

Figure 2.2 Empirical and literature research structure 

2.2 Empirical research methods 
A general Grounded Theory research process, presented in Figure 2.3, was designed 

for the collection and analysis of empirical research. The empirical research process is 

based on Pandit's (1996) presentation of a Grounded Theory research process. As 

Pandit (1996) describes, a Grounded Theory research is started with research design, 

where research questions are formulated based on the research problem. Pandit (1996) 

suggests that suitable research questions can be found by examining existing general 

literature on the problem area. In this research the key concepts were briefly reviewed 

in order to improve the quality of initial theoretical sampling – i.e. the selection of data 

collection points – as the existing knowledge captured in the literature can help 

researchers understand the problem area. (Strauss & Corbin, 1998). 

After choosing the initial data collection points, suitable data collection protocol is 

developed, in order to be able to systematically but opportunistically capture data from 

the selected data points. After data collection the data is prepared for analysis (Pandit, 

1996).  

The data analysis phase consists of open, axial, and selective coding, which together 

contribute to theory generation. The first phase, open coding, concentrates on creating 

concepts from data and categorizing these concepts in order to create meaningful 

abstraction from the data. In axial coding the relations between concepts inside a 

External digitalization context (ch 3)
Empirical research

Theoretical frameworks (ch 4)
Literature research

Enterprise Architecture in case organization 
(internal digitalisation context) (ch5)

Empirical research, analysis through theoretical 
frameworks
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category are analyzed in order to develop an understanding of the characteristics within 

a category and the range of characteristics a category has. This activity creates a dense 

structure for the categories, which explain a real-world phenomenon. In selective 

coding the theory is integrated around a central category; a central category is selected 

and its relations to other categories are analyzed. (Strauss & Corbin, 1998).  

In this research, there were two empirical data analysis streams, as the digitalization 

context and the state of Enterprise Architecture were analyzed simultaneously. Thus, 

one core category was found for the first data stream and one core category was found 

for the second stream. The digitalization stream assisted in selecting the core category 

for the Enterprise Architecture stream, as the digitalization stream described the 

context for the case organization’s strategy, and the Enterprise Architecture stream 

describes how the Enterprise Architecture function can best support business in 

making digital strategy. Thus, the Enterprise Architecture stream provides answers to 

the research problem. 

Theory writing is the act of reporting the conducted research as a descriptive narrative 

story (Pandit, 1996). The story, concentrating on the central category, answers to the 

research question, based on the interviewee’s perceptions. The report should contain a 

sufficient amount of quotations and conceptual detail for the reader to understand the 

story. (Strauss & Corbin, 1998) Grounded Theory is an iterative process, meaning that 

data collection and theory writing should continue until no new categories emerge, i.e. 

theoretical saturation has been reached (Strauss & Corbin, 1998). The process should 

be iterated by starting from theoretical sampling again until theoretical saturation has 

been reached. In the scope of a master’s, it is unreasonable to expect theoretical 

saturation, so rather the data set is assessed between iterations to establish whether the 

collected data provides enough distinct perspectives from different organization units. 

The final step is to compare the generated theory against literature in order to validate 

the findings and extend knowledge in the studied field (Strauss & Corbin, 1998). 
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Figure 2.3 Research process in grounded theory, adapted and depicted from Pandit's (1996) description 

The application of the designed empirical research process is described in Figure 2.4. 

The empirical research had two data analysis streams, one being the context of the case 

organization and the other being the state of Enterprise Architecture in the case 

organization. The data collection and analysis was conducted as designed and 

described in Figure 2.3, but the because of the research approach, two empirical data 

analysis streams were created to describe the strategic context of the case organization 

and determine how the Enterprise Architecture function should adjust to better support 

digital strategy making. 

 

Figure 2.4 Application of designed research process 
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2.3 Research quality 

Lazenbatt & Elliott (2005) conclude that a high-quality Grounded Theory research 

builds upon a rigorous research process, where four key research practices formulate 

the basis: concurrent data collection, constant comparative analysis, theoretical 

sampling, and memoing. Concurrent data collection and constant comparative analysis 

mean that the researcher should constantly compare newly acquired data to the 

previously coded categories. This forces the researcher to continuously check whether 

preliminary findings change over the course of the research. (Lazenbatt & Elliott, 

2005) Theoretical sampling aims to ensure the comprehensiveness of the data: the 

researcher should make educated selection of the data collection points. By 

triangulating – collecting data from similar and different sources from similar and 

different contexts – the researcher improves the generalizability of the theory (Locke, 

2003). 

Memoing is a central activity in both analyzing data with a Grounded Theory process 

and guiding the research. Pandit (1996) recognizes three types of memos: code memos, 

theoretical memos and operational memos. Code memos are simply codes generated 

during open coding. Theoretical memos are the outcome of axial and selective coding, 

providing input to theory writing. Operational memos guide the research: they 

contribute to the evolvement of the research design. (Pandit, 1996). 

Thus, by providing sufficient information on the research process and methods used 

the researcher can convince the reviewers of the quality of the research. Especially 

describing and qualifying the choices made helps the researcher establish credibility. 

(Strauss & Corbin, 1998). 

2.4 Empirical research process 

Figure 2.5 presents a detailed empirical research process, beginning from the empirical 

research phase, and conveys how the results from the empirical research were 

grounded with the literature comparison. The two first phases, interviews and data 

analysis were partly conducted in parallel: the first interviews were conducted with a 

wider scope, directing the focus of the later interviews. As the first 13 interviews were 

conducted within 5 weeks, with a short time in between, the analysis used to steer the 

direction of the later interviews did not rigidly follow the data analysis process, but 
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was rather done by discussing the insights from the interviews with the thesis 

instructor. The last two interviews were conducted within two and three months from 

the first interview. The formal data analysis was performed mostly at the end of the 

interviews, providing an insight for the last two interviews. At the end of the data 

analysis, core categories were selected, and the theory was compared to the extant 

knowledge. 

 

Figure 2.5 Empirical research process 

2.4.1 Interviews 
The empirical research was conducted with semi-structured interviews. The objectives 

for the interview were to understand: 

1. The strategic architecture concepts the case organization perceives in 

digitalization. 

2. How the case organization practices Enterprise Architecture. 

3. How the case organization perceives its strategic architecture should be 

developed. 

4. How the case organization perceives the roles in developing strategic 

architecture should be shared. 
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the comprehensiveness of the interviewee sample. Figure 2.6, created with the case 

organization’s contact person and the instructor of the thesis, estimates how the 

interviewees map regarding their rank and role on a scale of business to technology. 

The sample was aimed towards business executives in order to gain a profound 

understanding of the strategic digitalization concepts affecting the case organization 

at the time of the study, and to understand, what kind of expectations the business has 

towards Enterprise Architecture function.  

 

Figure 2.6 Interviewee positions 

The interview themes and questions were conceived with the thesis instructor and 

validated with the contact person from the case organization. The interview themes are 

presented in Table 2.1. An interview template was created from the full question list, 

and the selected questions were mapped to match the interview objectives. The full 

interview template is in Appendix A: Original Interview Template. 
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Table 2.1 Interview theme structure 

Interview theme Objective Planned Length 

1. Interviewee 
background 

To understand the interviewee’s background and 
current position; to direct the interview emphasis. 

5 min 

2. Digitalization 
warm-up 

To set the context of the interview. 10 min 

3. Strategic 
concepts and 
context 

To understand how digitalization affects 
case organization’s strategy 

15 min 

4. Architecture’s 
readiness to 
answer to digital 
challenges 

To understand how the case organization 
perceives its Enterprise Architecture to 
succeed in enabling digital transformation. 

15 min 

5. Competences To understand, what competences the case 
organization needs to succeed in digitalization. 

15 min 

6. Role 
distribution 

To understand, what kind of role Enterprise 
Architecture should have in digital transformation. 

15 min 

 

13 interviews were held face-to-face, and two of the interviews were conducted via 

phone. The interviewees were suggested a time of 1.5 hours. Actual recorded interview 

lengths varied from 34 minutes to 1 hour 25 minutes, lasting an average of 1 hour 5 

minutes. Considering how fully booked the interviewees were, they provided a lengthy 

discussion session for this thesis. Thus, the interviews provided rich empirical data. 

The interview records were transcribed for the data analysis. After the interviews, 

before having time to transcribe the interviews, each interview was evaluated and the 

interview questions were revised, as the interviews provided input on how to redirect 

the research. A change log for the interview themes and their emphasis is provided in 

Appendix B: Interview theme change log. The interviewees were also asked who they 

thought should be interviewed for this research, from specific domains based on 

further information needs emerging during the interviews. The last two interviewee 

selections reflected these suggestions. 

2.4.2 Data-analysis 
The basis of the data analysis, open coding, was conducted with Atlas TI, software 

specialized in qualitative research analysis. The codes were then grouped to categories, 

and the categories and their dependencies were analyzed by drawing concept maps 

from 5 different topics:  
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1. Digitalization 

2. Strategy 

3. Architecture 

4. Development programs 

5. Threats caused by digitalization 

The concept maps were continuously developed by adding and reorganizing data from 

the later interviews. Versions from the concept maps were saved after each individual 

interview analysis. Memoing was also used to capture insights and interpretations from 

the data analysis process. 

When the data analysis was finished, core categories were selected to answer research 

sub-questions 1 and 3: what the most important strategic digital architecture concepts 

were, and how the case organization practiced Enterprise Architecture. The core 

categories were then used as a basis for theory reporting.  

2.4.3 Theory reporting 
In theory reporting the selected core categories were abstracted to an appropriate level. 

It was also selected, which relationships were to be reported within this master’s thesis. 

The rich empirical data would have enabled multiple different perspectives for 

analysis, but a single point of view was selected to enable a coherent and full-bodied 

report. 

The frameworks for the grounding of the theory to the extant knowledge were also 

selected based on the core categories. The selections were discussed with the thesis 

instructor to ensure the selections were made from a wide knowledge base. The 

frameworks were selected due to their contextual fit for the case organization. 

The findings of the study were validated in a workshop, where the participants created 

a digital business development model concept map, and discussed the findings of this 

study. The output from this validation workshop was used to create an executive 

summary of this thesis’ findings. The findings for this final report were validated in 

the workshop. 
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2.5 Research validity and reliability 

According to Maxwell (1992), qualitative research validity can be divided into four 

concepts that are especially important to qualitative researchers: descriptive validity, 

interpretive validity, theoretical validity, generalizability, and evaluative validity. 

Descriptive validity refers to that the collected data being accurately described, e.g. 

that the interviews are completely recorded and analyzed, and that no necessary details 

are left out from the transcripts (Maxwell, 1992). The data in this research is 

descriptively valid, as all interviews were recorded and completely transcribed.  

Interpretive validity refers to the notion that the meaning of the data is correctly 

interpreted (Maxwell, 1992). As the main data source in this research was interviews, 

a risk of misinterpretation exists. The mitigation strategy for threats to interpretive 

validity was to ask confirming questions and to discuss an interview theme from 

multiple points of view. 

Theoretical validity describes whether the concepts and the relationships between 

concepts in the theory are accurate (Maxwell, 1992). The risk of low theoretical 

validity was mitigated by following Grounded Theory methods developed by Glaser 

& Strauss (2009). First, the concept maps written throughout the interview analysis 

process served as theoretical memos, ensuring that all interviews and individual 

opinions can be traced in the analysis of the empirical data. The interpretations were 

regularly discussed with the instructor of the thesis, reducing the risk of errors made 

by the individual researcher, effectively resulting in triangulation of the analysis. The 

validation workshop provided further confidence, that the findings of this research 

were correctly interpreted and described. 

Generalizability refers to how well the theory built in the research can be applied to 

situations other than the one researched. Generalizability can be divided into two 

categories: internal and external. Internal generalizability refers to how well the written 

theory can be applied in situations with similar context to the research’s. External 

generalizability indicates how well the theory can be applied to a context different to 

the research’s context (Maxwell, 1992). The most important mitigation strategy for 

internal generalizability was to sample the interviewees carefully, ensuring with the 

case organization that a representative group of interviewees was selected. The 
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sampling of the interviewees was thoroughly analyzed to include members from 

business, development, and IT service organizations, and to have persons with 

different backgrounds, effectively triangulating the interviewee sample in the case 

organization.  

The sample was then extended with suggestions from the interviewees, providing more 

depth to the empirical data on selected topics. The case organization’s contact person 

was also regularly updated on how the research was progressing, in order to ensure 

that the research wasn’t deviating from its objective. Thus, the method ensured that 

the research stayed within the research problem’s scope. The considerable interviewee 

count provides confidence that the findings are reliable within the selected case 

organization. Further generalization of this study naturally requires validation from 

other organizations, as the context of the case organization is a significant factor in the 

results of this study. As such, there is confidence in the internal generalizability of the 

theory, but external generalizability cannot be presumed. 

The confidence in the internal generalizability of this theory is also different in 

different parts of the research. The first research sub-question, answering what 

digitalization is in the case organization’s context, is more generalizable for other 

organizations facing digitalization, than the suggestions on how to improve the 

Enterprise Architecture function’s relationship with strategic management and 

business segments. Here the individual characteristics of the case organization have a 

significant role on the accuracy of the suggestions, making the details heavily 

dependent on the context. Thus, if the results of this research were be applied to other 

organizations, a careful analysis of deviations in context would be required. 
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3 Digitalization as a shift in customer behavior 
Chapter 3 describes how digitalization is perceived in the case organization and how 

the architecturally significant digitalization concepts the Enterprise Architecture 

function should consider. This chapter is based on the interviews in the case 

organization. The core category emerging from the empirical data is “Shift in customer 

behavior”, which is the most important concept affecting the case organization’s 

strategy and digital business development. 

“Digitalization is happening, because the customer wants and expects new 

kind of services. That’s the reason why financial sector companies make a big 

fuss of making services to millennials, they kind of represent a different species. 

Which they kind of are, they don’t tolerate any slowness or inflexibility.” Head 

of New Business Development 

“Customer behavior, that’s changing. How and where the customer wants to 

interact with us.” SVP, Business Division 

“The technological disruption enables… or strongly affects on the customer 

behavior, which further boosts the technological disruption. In my opinion, this 

is a remarkable cause for this [digitalization].” SVP, Business Division 

Figure 3.1 summarizes the key concepts in digitalization to customer behavior, 

technology, and to a shift from a logistic world to a digital world. Thus, the case 

organization perceives digitalization to be a technology driven change in customer 

behavior, where the customer will do business in a digital world instead of a logistic 

world. 

 

Figure 3.1 Digitalization as a shift in customer behavior 

In the case organization’s context, the logistic world is defined as a service model, 

where minimizing the customer’s physical distance to the closest branch was one of 
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the most important means for achieving competitive advantage. The services in the 

logistic world are elaborated in Chapter 3.1.  

The interviewees didn’t define the digital world as straightforwardly as the logistic 

world. First, the service model in the digital world changes so that maximizing 

digitally delivered customer experience is the most important objective. The service 

model in the digital world is explained in Chapter 3.2. Second, in the case 

organization’s experience, gaining competitive advantage in the digital world can be 

achieved by focusing on one of three distinct business models: niche service, 

marketplace, or service platform. The competition in the digital world is described in 

Chapter 3.4. 

3.1 Services in the logistic world 

Figure 3.2 describes the main components of a logistic world’s business model, as 

understood by the interviewees in the case organization. In their perspective, in the 

logistic world, the main competitive advantage was to have a wide office network, so 

that customers would have a short distance to the closest branch. One of the key 

decision factors was trust towards the companies, which was also promoted by a wide 

office network. 

“We are transforming from a world where logistics were meaningful to a 

digital world -- In that [logistic] world, we packaged products together and 

sold them in a wide branch network. As with us, they were banking, [finance], 

and insurance. That was our strategic competitive advantage. And that is only 

true when you have a logistic advantage [over your competitors].” Head of 

New Business Development 

The financing, banking and insurance services were offered as packaged products in 

order to fulfill all customer needs within the same office, which was described as the 

business model of the case organization. Thus, Figure 3.2 represents the old business 

model form which the case organization needs to transform their operations to a digital 

world’s business model. The customers had to bear extra effort to deal with multiple 

service providers, thus interacting with one service provider was perceived as the 

customers’ preferred option in the logistic world. In the interviewees’ experience, the 

major financial services model in the Finnish market was this “bank insurance model”, 
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where all financing, banking and insurance services are provided by the same company 

and its affiliates. 

 

Figure 3.2 Services in logistic world 

3.2 Services in digital world 

Where the interviewees described the logistic world as heavily focusing on the 

physical distance between the customer and the closest branch, physical distance in 

the digital world was considered to be effectively zero to every digital service there is, 

as it is merely the distance to the closest digital device. Still, maximizing customers’ 

value-to-effort was perceived as the source of competitive advantage in the digital 

world, although the variables in value and effort equations have been replaced.  

“Digitalization is especially excellent customer experience. How does the 

service, product, look and feel; how it’s designed; how it’s accessible, usable: 

the whole customer experience. And of course, when we are discussing about 

digital customer experience, most likely it’s some sort of e-channel” SVP, 

Products and Services, Business Segment 

“Most of the people in business development have grown in a product-oriented 

world. We need to change the business’s mind-set to think what the customer 

actually needs and what everything is possible in a digital world.” Digital 

Platform Development Manager 

It was considered also that the importance of minimizing customers’ effort was 

diminishing with the decreasing cost of developing and improving services. Thus, as 

perceived by the case organization, creating customer experience – as an extended 

concept of customer value – has become a priority to companies competing in digital 

world. 

“There will be more and more competitors, because technology is becoming 

cheaper and cheaper, and the cost of service development decreases. The 
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barriers are falling, new delivery channels are possible. And the regulation 

supports this extended competition. There’s an insane amount of reasons, why 

we are facing increased competition. And the question is, what’s our capability 

to answer to that, and readiness to form partnerships.” –Head of New Business 

Development 

Figure 3.3 presents the core concepts of a business model in a digital world, hence 

containing the concepts the case organization considers most important for which it 

must transform its business. 

 

 

Figure 3.3 Services in digital world 

In the digital world, the customer consumes customer experience, which was described 

to consist of three components: customer value, context, and user experience. 

Customer value was described as the reason why the service is used. Context was 

described as the time, place, and delivery channel of the service, thus providing 

answers to the questions ‘where’ and ‘when’. In the interviewees’ experience, in the 

logistic world, the service delivery channel consisted of mostly branches, 

complemented with self-service internet banking. In the digital world, the delivery 

channel includes also mobile devices, but the category definition ‘context’ encourages 

a wider perspective than merely the division between internet banking and visiting 

branch. The last component, user experience, was seen as mainly the interaction design 

of the service: how the customer interacts with the service provider. Thus, the case 
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organization believes that in the digital world, companies must be able to offer the 

customer experience combination exactly at the time the customer needs the service. 

“We need to be able to react to customers’ or customer masses’ acts quickly. 

Whether it’s an insurance or car loan offer, it needs to be exactly at the right 

time. Not too early, then it’s not actual, nor too late when it’s too late.” Chief 

Technology Officer 

Behind the customer experience there is a personalized service. The explanation given 

indicated that the services and products the customers co-create and consume must be 

tailored to their unique needs. The interviewees described that in the logistic world, 

the financial services were mostly offered as predesigned product packages which 

were created to cover the needs of large customer bases in order to reduce the overhead 

of managing large product offerings. In the digital world, this was deemed no longer 

to suffice due to increased competition and reduced service personalization cost. 

These personalized products were described as having been created within business 

ecosystems, where information is refined to achieve greater value to the customer. A 

prerequisite for co-creation of personalized services in a business network was seen 

real-time information sharing between organizations. Thus, one of the most important 

resources for digital business was perceived to be liquid information: 

With digitalization, the information transaction cost between organizations 

reduces to zero and this makes real-time information available. This makes 

current business models and operational models redundant. New business 

networks arise to fulfill customer needs. Digital Platform Development 

Manager 

To achieve efficient service personalization, the case organization considers 

assembling services from a service component library. The actual personalization 

would then be achieved by combining the service components uniquely based on 

individual customer needs. 

“Then we have this fancy concept, modularity. It means simple processes and 

products. As few as possible, and then the capability to vary them.” SVP, 

Business Division 
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3.3 Customer behavior drives the shift from logistic to digital world 

services 
From the case organization’s point of view, the shift from the logistic to the digital 

world is driven by customer behavior. The transition from the logistic to the digital 

world is not straightforward, as the customers adopt new technology and digital 

services at different speeds. Figure 3.4 demonstrates this transition, which creates 

challenges for the case organization, as they must serve customers both with the 

logistic and the digital worlds’ business models at the same time. 

 

Figure 3.4 Transition from logistic to digital world as drawn by Head of New Business Development (Interview 
3, 2016) 

“I drew this with an obtuse angle. There are people who live in a digital age 

and people who don’t. At a point of time t there will always be different amount 

of people at different sides -- we as a company have an exceptional amount of 

those who couldn’t imagine of buying a car from an internet shop, and serving 

them is… But there we have our strengths. Best-in-world strategic competitive 

advantages.” Head of New Business Development 

The interviewees reported that focusing resources on maintaining the physical world 

presence with a wide branch network whilst at the same time developing digital 

services creates tremendous challenges to all existing financial services companies. 

Existing financial companies were also described as often struggling with their legacy 

systems, further hindering service development. Thus, the interviewees described 

financial technology (FinTech) startups as having an advantage over existing 

companies in creating digital services. 
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“Nowadays it feels like the FinTechs do the most innovative things. Not just 

for our organization, but for the whole industry the problem is that we are 

slightly… I mean, quite strongly set in our own ways. I mean, the old systems 

and the platform upon which we’ve built this everything. Developing and 

changing that rapidly is a huge challenge for us, as it is for all actors in this 

field.“ SVP, Business Segment 

The distinct capabilities of existing companies and startups for their part were reported 

to drive the shift in financial services industry’s competition to create business 

ecosystems. Existing companies were said to have development resources and 

customer base, while FinTech startups were viewed as agile and customer-value-

oriented, rather than product-oriented. Hence, partnerships with and acquisitions of 

FinTech startups were explained to help existing financial service companies to 

improve their position in digital world competition. 

“We must renew our innovation activity quite radically, increase co-operation 

with start-ups, increase open innovation, open up APIs, and not just because 

PSD2 forces us. Proactively as well, so that someone becomes interested in 

partnering with us because of our data and development environment.“ Chief 

Strategy Officer 

“Traditionally it’s believed that in digitalization start-up acquisitions and 

other messing around can bring the lottery win. And then everything is fine 

again. And of course, that’s partly the mechanism how we are able to 

structurally make innovations.” –Head of New Business Development 

3.4 Competition in digital world 

The shift from the logistic to the digital world was also said to cause shifts in 

competitive advantages. The technological advancement and the reduced cost of 

storing, producing, and sharing information was seen as a core driver for digitalization. 

As previously mentioned in Chapter 3.2, the reduced cost of working with information 

results in the reduced cost of digital service development, which leads to exponentially 

increasing competition. Thus, the case organization experiences technological 

advancement to create digital disruption to the financial services industry. 
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While in the logistic world market power was described as being gained by having the 

most extensive service network, the competitive advantages in the digital world are 

therefore gained through new strategic positioning. One model from the case 

organization describes the competition in the digital world as focusing on three 

distinctive service models, presented in Figure 3.5. 

 

Figure 3.5 Strategic positioning in digital world as drawn by Head of New Business Development (Interview 3, 
2016) 

These different service models were said to require a different kind of strategic 

positioning, forcing the case organization to focus their operations from an all-around 

financial services company to a company focusing on a specific service model. These 

three different service models were described as requiring different kinds of 

organizational capabilities, thus requiring strategic decision making based on analysis 

of the different options. The case organization was characterized as being forced to 

make strategic decisions on what its strategic competitive advantages will be in digital 

business. 

“In digital world we see more extremities in positioning. -- These extremes 

have distinct, conflicting competitive advantages, forcing companies to make 

strategic decision, what they want to be.” –Head of New Business 

Development 

“We cannot be the best in digital disruption with an offering this wide. No-one 

has capability to do that, because there [in digital world] success is based on 

narrow, vertical specialization. That we focus on one thing and make it really-

really well.” SVP, Products and Services, Business Segment 

Niche services were explained to aim to be the best in class in some specific services, 

such as Uber in logistics. The core competitive advantage for a niche service was 
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considered to be the ability to utilize information. Service platforms – payment 

transmission service providers for example – were described as producing a certain 

process as efficiently as possible, leveraging economies of scale. The description for 

service platform companies was that they aim to acquire a large volume of transactions 

in order to lower the unit cost of their service. The third service model, marketplace – 

also known as a two-sided-platform – was described as bringing together service 

providers and buyers. Thus, their competitive advantage was described to be the extent 

of parties on both sides of the marketplace. 

“The consultants like to say that digitalization came in three phases. First the 

processes were enhanced, then changed the user interface, and lastly the 

business models are transformed. And digitalization is this last phase, where 

the underlying assumptions in an industry are radically changed.” –Head of 

New Business Development 

In the interviewees’ experience, companies focusing their business model and 

operations in more extreme strategic positions also increase the need for business 

ecosystems and partnerships among different extremes. They considered that at the 

core of the shift towards extreme service model positioning and business ecosystem 

formation is the creation of digital services, where some parts and processes of the 

service are co-created with other companies and the end-customer. 

Besides the changes in the business models, and the increased competition due to faster 

service development described in Chapter 3.2, it was additionally noted that the 

financial services industry also attracts more competitors, and that the international 

giants continuously expand to new markets. The changing regulations in the EU was 

considered one source for the new competition in the Finnish market as well. This 

increased competition was perceived as a threat to the case organization, requiring 

better digital service development in order to maintain the market share. 

“I don’t believe this is a game between new and old companies, because every 

remarkable new actor has somehow a financial sector giant behind them. The 

big financial sector companies are building an option strategy of which service 

model succeeds… they are already in there somehow. It’s a piece of cake to 

then acquire those startups. -- Profitability and profit pools will change, but 
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will the giants die? It might be that they’ll be smaller, but they won’t die. They 

will acquire these new competitors. Then, it’s possible that some tech giant will 

be much more difficult competitor. If a Google or an Apple finds a way to 

disrupt the financial services industry, that would be a bigger threat.” SVP, 

Business Division 

“There will be more and more global directive, and then all of a sudden 

everyone has the same rules. For example, in banking there’s this PSD2, which 

changes a bank’s core logic, where previously only you’re the bank providing 

the account could offer a payment card. If this connection disappears, then all 

of a sudden this regulation opens competition. And the authorities’ actions lead 

to that suddenly other than financial companies can enter the market. Then 

there will be Googles, startups, this and that in the same market we used to 

dominate. -- And the national barriers are broken, then the big boys [big 

financial sector companies] will also enter the same market And also from 

other industries, all the big and small boys.” SVP, Business Division 

3.5 Challenges in digitalization 

As already remarked in Chapter 3.3, transitioning from the logistic to the digital world 

causes challenges to the case organization. Allocating resources between logistic 

world and digital world service development was merely seen as the starting point. 

The shift from the logistic to the digital world was deemed to cause several 

transformations within the organization. 

“Now the [financial] services are integrating into some [mobile] application 

or a physical product, when there have already happened multiple changes 

simultaneously. It’s not just from a branch to branch, it’s from a branch to a 

digital channel. And then the industry has also changed. So there have 

happened multiple transformations at once.” SVP, Business Division 

The interviewees believe that the organization must adapt its business model to the 

digital world and redesign the role of branches in the digital world’s service offering. 

While transitioning into digital world service offering, they might need to create digital 

services that would cannibalize existing profitable business lines. The challenge 

described was that the profit model in digital services is considered less profitable than 
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the correspondent in the logistic world. For example, payments, the core business in 

banking, was seen to become a bulk service, producing smaller profit margins than in 

the past. It was also speculated that the organization would have to close some business 

lines, although timing these strategic decisions was considered complex and difficult. 

At the same time, the company still wants to maintain and grow its market share. 

“We need courage and will to succeed. And a capability to cannibalize our 

own business. Or is it capability… It just feels so damn uncomfortable.” SVP, 

Business Division 

“This is my personal notion, but we are big in every segment, and we want to 

keep it and grow our market share. -- Due to our history, we want to serve 

everyone and a harsh customer selection maybe isn’t our thing.” SVP, 

Products and Services, Business Segment 

“A much more important thing than the technological platform [in 

digitalization] is, how the business model and the service offering changes 

while developing the technological platform. Correctly understood 

digitalization enables completely new kind of service concepts, which has 

implications to customer segment strategies. It [digitalization] enables 

transforming away from a heavily product-oriented model, which focuses on 

the raw-materials, and which in time will inevitably become bulk. It enables 

moving to higher value added customer-needs-oriented services and service 

packages. -- In the upcoming years, we will trim our product portfolio and 

simplify, reduce it. Then we will need to start discussing, which business lines 

we should cease. Those that are not in our core business, with minor impact, 

which might even be unprofitable.” Chief Strategy Officer 

In addition to business model transition and transformation, the interviewees urge that 

the service development model in the company also needs to conform to the digital 

age. Agility was distinguished as a core requirement to the service development model: 

the services must quickly adapt to changing needs of customers and the time-to-market 

from an idea to an existing service must be fast. As the competition grows, the case 

organization accepts that they need not only deliver their own innovations, but also to 

follow competitors’ innovations without delay. 
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“We talk a lot about time-to-market, which is partly due to this digitalizing 

world where someone brings something, a product, quickly to the market. And 

then we need to make the exact same product quickly as well.” Chief 

Technology Officer 

“One of our big challenges is, how we could increase our [service] 

development frequency, make it more agile. That must be one of our biggest 

challenges, we must be able to do things faster than we have been, in the field 

of system development and digitalization.” SVP, Business Segment 

The combination of the business and service development model transformations was 

summarized as customer-centricity in the digital world. In the interviewees’ 

experience, the new services must be designed from the perspective of customer 

experience, as explained in Chapter 3.2. In the logistic world, the case organization 

developed product packages for the customers, whereas in the digital world they 

believe they must design services with customer value in appropriate context to the 

customer. Thus, the company deems they must not only create new technology-based 

business models and develop the services in a more agile method, they also need to 

know the capabilities they possess and capabilities they can develop in order to create 

customer value. 

3.6 Summary of the digital horizon 
The strategic digital horizon in the case organization encapsulates two different 

categories: the shift in customer behavior from the logistic to the digital world, and the 

increased competition from Tech companies, FinTech start-ups, and international 

financial sector giants. These categories establish digitalization agenda within the 

business segments. First, even with the increased competition, the case organization is 

determined to maintain and increase its market share. At the same time, the change in 

customer behavior and the increased competition both force the case organization to 

transform into a customer-oriented company emphasizing customer experience. 

Furthermore, the case organization must increase its agility and readiness to prepare 

for new kinds of services and business models introduced by its competitors. These 

categories are summarized in Figure Figure 3.6, where the connectors represent drivers 

from a strategic external context to the business segments. 
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Figure 3.6 Case organization's perspective to digitalization 
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4 Strategic Architecture in Literature 
Chapter 4 grounds the empirical research into existing academic knowledge. This is 

done by selecting and describing suitable theoretical frameworks that help interpreting 

the case organization’s perception of digitalization in the context of Enterprise 

Architecture. The frameworks were selected to cover the three most important 

challenges the Enterprise Architecture function must respond to. The first two are from 

the external digitalization context described in Chapter 3 and the importance of 

creating customer experience as a digital world service. The third is from the internal 

context, described in Chapter 5: the need to demonstrate the business value of the 

Enterprise Architecture. As further opened in Chapter 5, The Enterprise Architecture 

function struggles providing business value that is easy to communicate to different 

stakeholders.  

The frameworks were selected in collaboration with the instructor of this thesis. In 

addition to the instructor’s knowledge of suitable theoretical frameworks, a systematic 

literature review conducted in the author’s bachelor’s thesis was also used as a basis 

for selecting the academic sources for this research. The snowballing method, where 

sources are selected from citations in already selected articles, was used to gain deeper 

knowledge in selected areas. 

4.1 Research background: Enterprise Architecture 

Enterprise Architecture is considered to originate from Zachman (1987) framework 

for information systems architecture. Zachman (2002) elaborated the framework to 

cover all Enterprise Architecture modeling needs. The framework itself only provides 

an analytical tool for analyzing the as-is architecture description and designing the to-

be architecture. It doesn’t provide any advice on where to start analyzing the 

architecture or implementing architectural changes. (Zachman, 2002) 

The Zachman framework consists of columns and rows, as presented in Figure 4.1. 

Zachman (2002) considers each cell of the matrix unique and necessary for a complete 

Enterprise Architecture description. Zachman (2002) strictly prohibits making any 

alterations to the structure of his framework, as he considers the logical structure of 

the framework to be complete. 
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Figure 4.1 Zachman framework's contents (Zachman, 2002: p. 11) 

Winter & Fischer (2006) have identified at a higher abstraction level essential elements 

in Enterprise Architecture frameworks, presented in Figure 4.2. Business architecture 

represents the enterprise strategy viewpoint. e.g. customers, value networks and 

strategic goals. Process architecture includes business units and processes, answering 

the question as to how the enterprise creates, develops and distributes its services. 

Integration architecture describes relevant information systems. Software architecture 

represents the software services and data structures and technology architecture 

represents hardware and telecommunication networks. (Winter & Fischer, 2006).  

 

Figure 4.2 Essential Enterprise Architecture layers (adapted from (Winter & Fischer, 2006) 
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and scope for Enterprise Architecture. The narrowest school of thought, Enterprise IT 

Architecting, concentrates on IT assets as the enablers in enterprise strategy. Enterprise 
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planning and execution, whereas the Enterprise Ecological Adaptation considers 

Enterprise Architecture’s purpose to be to foster innovation and adaptability for its 

environment. The different schools of thought have different capabilities in promoting 

innovativeness and adaptability in organizations  (Lapalme, 2012), hence bearing a 

varying relevance for organizations striving for increased strategic agility. 
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4.2 Enterprise in motion: Changing organizational capabilities 

The first and most comprehensive challenge the case organization faces is the shift 

from the logistic to the digital world. As described in Chapter 3, this change in the 

organization’s environment causes various transformation needs within the 

organization. Proper's (2013) framework of Enterprise Architecture as means to steer 

enterprises in motion was chosen as the first theoretical lens through which the 

empirical data is analyzed. As Lapalme (2012) remarks, the definition of ‘architecture’ 

strongly affects the concerns and limitations of different frameworks, it should be 

noted that for Proper (2013, p. 26), ‘architecture’ is about the necessary and sufficient 

properties of an artefact to meet its essential requirements. This definition is sensible 

in the context of this research, as one of the main concerns is to provide Enterprise 

Architecture the means to support the implementation of strategy.  

The concept ‘Enterprise in motion’ refers to the concept that enterprises face 

continuous internal and external pressure to change at multiple different levels, both 

due to planned change programs and unpredictable, spontaneous events. The context 

and background of the framework fit extremely well with the case organization’s 

context, highlighting the suitability of the framework selection. Proper (2013) 

describes five external change drivers forcing enterprises to enhance their capability 

to change. 

Firstly, the operational environment rapidly changes with mergers and acquisitions, 

globalization, and business model and technological innovations. All these are true for 

the case organization, but the need to make the transformation into digital services 

especially creates pressure. Second, power is shifting in the value chain, as customers 

want value-adding services produced by business networks instead of physical 

products. The interviewees in the case organization described this phenomenon rather 

accurately within the financial services industry. Thirdly, changing regulation (Proper, 

2013) was also described to be a major change driver for all financial sector 

companies. Fourthly, the need to focus to a company’s core competences is also 

described in chapter 3. Lastly, IT as a business differentiator was recognized in the 

case organization, as digitalization is partly driven by technological advancement and 

the reduced cost of digital service development. (Proper, 2013). Thus, the case 

organization has multiple drivers giving motion to its operations. 
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The change drivers described provide continuous motion to enterprises, making 

continuous change a persistent business process to enterprises. Proper (2013) describes 

a number of different kinds of change processes within enterprises, out of which five 

especially match the described context of the case organization. 

First of all, large scale technology migrations are recurring within financial sector 

companies, as the legacy architecture is replaced with modern ICT platforms. 

Secondly, the case organization has undergone a series of organizational changes while 

organizing the company around the bank-insurance business model. Thirdly, the case 

organization is challenged by the need for continuous business innovation, especially 

while developing new digital services. Fourthly, as the case organization keeps up with 

frequent changes in regulation, the business processes need to be continuously re-

engineered. Fifthly, according to the interviewees, while the case organization has 

listed developing digital services and self-service internet banking as a major strategic 

objective since the early 1990’s, organizational drift, i.e. the difference between 

strategy and the actual operations (Proper, 2013), has shifted the organization off the 

intended track. 

As a result of the change drivers described and the change processes in the case 

organization, as matched with Proper's (2013) descriptions, the case organization has 

a considerable amount of change processes to manage in order to transform its business 

from the logistic to the digital world, Proper's (2013) framework of enterprises in 

motion is an excellent theoretical lens through which to analyze the case organization’s 

Enterprise Architecture. 

Figure 4.3 presents the core framework for Enterprises in motion. It includes running 

and motion systems, which are respectively divided into producing and steering 

systems. Altogether, the framework consists of four different aspect systems, briefly 

described here. Motioning aspect system is about changing the enterprise while 

running aspect system is about running the business operations. Steering aspect system 

is concerned with controlling the direction of the changing enterprise whereas the 

producing aspect system is the actual performance of the corresponding running and 

motion systems. Just like aspect systems, the people in the enterprise can operate in 

different aspects at different times. (Proper, 2013) 
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Figure 4.3 “Fig. 2. Producing and steering aspect systems” (Proper, 2013: p. 22) 

More specifically, Proper (2013) proposes the Sense-Think-Act paradigm, presented 

in Figure 4.4, as a more detailed version of the steering system. He also introduces 

Way of Thinking as a component, defining things that can be sensed, thought and acted 

upon. The way of thinking represents person’s (and system’s) view the of world. As 

such, a system’s “way of thinking” is affected by the properties the system’s 

framework consists of. For example different Enterprise Architecture frameworks 

induce different focus points for management. (Proper, 2013) 

 

Figure 4.4 “Fig. 5. Role of a way-of-thinking” (Proper, 2013: p. 25) 
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Proper (2013) argues that Enterprise Architecture should be an essential sense-making 

tool, creating understanding in the organization’s past and in how it should meet the 

requirements created by strategy. Enterprise Architecture should also provide senior 

management information about the constraints and trade-offs these requirements 

create, enabling senior management to make informed decisions. Regarding the 

proposed framework for enterprises in motion, Enterprise Architecture should thus 

provide understanding on the motion of the enterprise and on how it will achieve the 

intended changes. (Proper, 2013) 

As noted earlier, for Proper (2013) architecture’s role is to analyze whether the 

essential properties and structure of the artefacts is necessary and sufficient to meet 

requirements created in strategy. Thus, Enterprise Architecture creates a bridge 

between strategy and design by answering the questions “what should be done and 

how should that be executed in its entirety?” This creates basis for design, which is 

concerned with implementing the desired individual strategic changes, e.g. by 

developing information systems. Strategy, architecture and design together compose 

the levels of steering required to achieve intended changes – motion – in the enterprise, 

presented in Figure 4.5. The way of thinking in different steering levels creates 

boundaries and biases in the sensing, thinking and acting in the corresponding levels. 

The lines between different levels are not set in stone, they vary over time, and Proper 

(2013) suggests that in relevant aspects the decision makers from higher levels should 

participate in the lower level decision making. 
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Figure 4.5 “Fig. 6. Levels of steering” (Proper, 2013: p. 27) 
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in place, they are guided by steering system. Most importantly, the steering system in 

the motioning system should sense the whole entirety of the enterprise, both its 

environment and internal operations. This more detailed version of the running-motion 

system is presented in Figure 4.6. (Proper, 2013) 
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Figure 4.6 Applied from “Fig. 4. Sense, Think and Act aspect systems added” (Proper, 2013: p. 24) 

As noted in Figure 4.5, steering the organization is conducted at multiple different 

levels. Proper (2013) suggests five core frameworks for Enterprise Architecture to 

fulfil its purpose as the bridge between strategy and design, presented in Table 4.1. 
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Table 4.1 Core Enterprise Architecture frameworks according to Proper (2013) 

Framework Purpose Ingredients 

1. Engagement 
framework 

Identify architectural 
decisions’ stakeholders. 

Engagement framework should provide with 
stakeholders, who should be involved in 
architectural decisions and how, what their 
interests are, and when they should be involved. 

2. Motivation 
framework 

Rationalization of 
architectural 
decisions; how 
architectural 
decision are derived 
from stakeholder 
needs. 

Design motivation (i.e. reasoning) is 
divided in three levels: 

1. Why: Stakeholders’ goals 
represented as essential goals 
and needs of stakeholders. 

2. What: At enterprise levels, the 
stakeholder needs are 
transformed into architectural 
principles. 

3. How: Architectural designs of 
the building blocks in 
enterprise. 

3. Design 
framework 

Design framework 
structures 
architectural way of 
thinking as a 
designable artefact 

The core from existing architectural 
frameworks such as TOGAF; A 
framework defining the enterprise 
elements that should be designed, 
including the way they shold be 
designed. 

4. Communication 
framework 

Define how 
Enterprise 
Architecture should 
be communicated to 
stakeholders. 

Communication purpose, content and 
characteristics, and strategy. 

5. Process 
framework 

Define the method and 
process how architecture is 
developed. 

A framework for the architectural development, 
such as TOGAF’s Architecture Development 
Method (ADM), defining the process how 
architecture is revised and developed. 

 

Proper's (2013) framework for Enterprises in motion provides a holistic, but high-level 

and abstract framework for Enterprise Architecture to aid strategy in steering 

Enterprise in continuous change. Understanding and identifying internal and external 

causes for motions enables strategy and senior management to make informed 

decisions, yet the framework provides little insight into how this understanding should 

actually be achieved. Proper's (2013) framework also takes strategy for granted, 

suggesting that it’s positioned in Lapalme's (2012) ‘Enterprise Integrating’ school of 

thought, aiming for successful strategy implementation. 

4.3 Enterprise Architecture as Strategy 
The second strategic digital business concept is the need for creating customer 

experience as a digital world service. This strategic initiative relies heavily on a 
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working ‘Foundation for Execution’, as Ross et al. (2006) describe competitive 

advantage based on a digital platform enabling effective business process execution.  

The framework created by Ross et al. (2006) focuses on how companies can gain 

strategic advantage from Enterprise Architecture and the steps required to create this 

Foundation for Execution, thus providing solid contextual fit as the second main 

framework for grounding the empirical research. The interviewees in the case 

organization described several symptoms of ineffective Foundation for Execution 

outlined by Ross et al. (2006). 

Five of the ineffective Foundation for Execution symptoms have most clear cut 

correspondence in the empirical research. Firstly, new regulations from EU directives 

cause major stress to the case company’s development organization due to tight 

schedules to implement required changes to the company’s operations. Secondly, the 

case organization struggles with business agility. Thirdly, service development is 

slowed down by the legacy IT platform. Fourthly, the case organization has 

overlapping processes between the three distinct business segments and agreeing on 

unified processes is difficult. Fifthly, the case organization has inadequate metrics on 

the effectiveness of the ICT development projects, making it difficult to invest in the 

right development programs enabling agility and digital customer experience. 

4.3.1 Overview 
Figure 4.7 presents the structure of “Enterprise Architecture as Strategy” framework, 

created by Ross et al. (2006). The core elements required to build foundation for 

execution supporting strategic initiatives in the framework are operating model, 

Enterprise Architecture, and IT engagement model.  
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Figure 4.7 “Figure 1-2 Creating and exploiting the Foundation for Execution” (Ross et al., 2006: p. 10) 
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proactive and agile capability development. (Ross et al., 2006) 

Enterprise Architecture is the structure and organization of business processes and IT 

infrastructure, defined by the operating model. Achieving an effective Enterprise 

Architecture requires identification of processes, data, technologies, and customer 

interfaces necessary to build the vision created in the operating model. These are 

pictured in a core diagram, effectively crystallizing and communicating the 

organization’s Enterprise Architecture. Creating an Enterprise Architecture core 

diagram starts from choosing the operating model and designing a corresponding 

Enterprise Architecture. This should be done by senior management as once the core 

is built, changing the way the company makes business is difficult. The lead on 

Enterprise 
Architecture

Engagement model

Foundation for execution
- Core business processes

- IT infrastructure

Strategic 
initiatives

Strategic 
initiatives

Strategic 
initiatives

Operating model
Defines integration 
and standardization 

requirements

Defines core capabilities Updates and evolves
architecture

Learning
and

exploitation

Establishes
priorities

Defines strategic limits



42 
 

developing Enterprise Architecture is reduced to IT function; its role should be either 

facilitating senior management discussions or entirely designing the core diagram. In 

the latter case, IT function should also play a major role in developing capabilities 

defined in the core diagram. (Ross et al., 2006) 

The IT engagement model comprises of governance mechanisms defining how 

projects achieve their goals at all organizational levels, linking senior level IT and 

business decisions to implementation decisions. IT governance consists of five 

decision areas where it’s defined how the company uses IT to achieve its business 

targets. IT principles concern themselves with IT’s role in business. Enterprise 

Architecture is the structure and logic of business processes and IT infrastructure. IT 

infrastructure is the shared system of IT systems in an organization. Business 

application needs are business requirements for IT systems. Prioritization and 

investment coordinates the funding of IT development. Thus, the IT engagement model 

coordinates the implementation of Enterprise Architecture development.  (Ross et al., 

2006) 

4.3.2 Key steps 
Ross et al. (2006) promote a six-step process, presented in Table 4.2 for rebuilding an 

effective foundation for execution for companies having issues with it. This process 

should be a confrontational exercise taken by a team of senior management members. 

A shared agreement on the operating model and Enterprise Architecture are essential 

for successful foundation for execution. (Ross et al., 2006) 

  



43 
 

Table 4.2 Steps for establishing effective Foundation for Execution (summarized from Ross et al., 2006) 

Steps for establishing effective Foundation 

for Execution 

Actions 

Step 1: Analyze existing foundation for 
execution. Analyze existing components 
presented in Figure 4.7. 

 

Especially consider: 

• What mission critical processes are 
digitized end-to-end 

• Is the data creating most value easily 
available? 

• Which IT infrastructure elements are 
world class? 

• Does IT infrastructure meet its essential 
requirements? 

• Assess the strengths and weaknesses in 
the Foundation for Execution 

Step 2: Define operating model, i.e. 
integration and standardization levels.  

• Identify processes creating 
competitive advantage. 

• Formulate vision for customer 
experience. 

• Define growth model. 
Step 3: Design Enterprise Architecture: 
Create essential EA model. 

Essential EA model includes rough version 
of:  

• Companywide business processes,  
• Shared data,  
• Key technologies  
• Customer interfaces. 

Step 4: Set priorities: Every project should 
contribute to building foundation for 
execution.  

Prioritizing change initiatives is essential as 
the organization has limited resources. 

Step 5: Design and implement an IT 
engagement model: All tasks in organization 
should be tied to strategic goals. 

Components of IT engagement model: 
• Senior level IT governance 
• Project management discipline 
• Link between IT governance and 

project management 
Step 6:Exploit foundation for execution for 
growth: Align organizational incentives to 
effective utilization of foundation for 
execution 

Activities: 
• Train organization to use the foundation 
• Align incentives 
• Encourage creativity 

 

4.3.3 Enterprise Architecture maturity and architecture management practices 
Ross et al. (2006) describe five stages of Enterprise Architecture maturity, affecting 

how Enterprise Architecture is developed and managed. (Ross et al., 2006) emphasize 

the importance of not skipping maturity stages as the progression brings incremental 

learning steps, enabling effective architecture management at higher maturity levels. 

Moving through the architectural stages is a long journey, as Ross et al. (2006) estimate 

that each step requires about five years. Building architectural maturity reduces local 

flexibility, reducing business units’ capability to make independent decisions, but 
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increases an organization’s strategic agility. This strategic agility is achieved in the 

last two maturity steps by enabling efficient plug-and-play business modularity and 

joint ventures with partners. (Ross et al., 2006) 

The five stages of Enterprise Architecture maturity are Business Silos, Standardized 

Technology, Optimized Core, Business Modularity, and Dynamic Venturing (Ross et 

al., 2006). In the scope of this research, the most interesting issue is how the case 

organization’s Enterprise Architecture function should evolve its architecture 

management practices at different maturity stages. 

At stage 1, Business Silos, the organization’s IT function should develop localized 

solutions through business cases, which are the main tool for deciding on project 

funding. For IT organizations, the project management methodology is a key issue. At 

stage 2, Standardized Technology, a key issue is to develop organization-wide 

technological infrastructure and platforms. The IT function oversees architecture in an 

IT steering committee and architects work with project teams to enforce compliance 

with technological standards. At this stage, the business managers should learn to value 

the reduced cost of developing standardized solutions, thus allowing IT decisions to 

affect business decisions. (Ross et al., 2006) 

At stage 3, Optimized Core, the focus is on consolidating data to enterprise-level 

applications. Emphasis is placed on developing enterprise applications allowing 

shared data between different business units. This shifts the power from individual 

business managers to core business process owners, requiring considerable effort in 

change management. The company’s business concentrates on creating a highly 

functional and efficient digital core platform, enabling efficient opportunity leverage. 

At this stage the local flexibility to make business decisions at business unit level is at 

its lowest, but the enhanced organizational capability to seize new opportunities 

overcomes the required trade-off. (Ross et al., 2006) 

At stage 4, Business Modularity, the organization has Enterprise Architecture and 

process management capabilities high enough to enable strategic agility through 

business modules. These capabilities are achieved at stage 3, whereas stage 4 is mostly 

about giving business managers options to build customer-centric processes with 

capabilities built into the Optimized Core. At stage 4, the Enterprise Architecture 
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team’s main responsibilities are helping business managers to seize business 

opportunities while maintaining the company’s long-term vision, and searching for 

new technologies having significant impacts to the organization’s business. At stage 

5, Dynamic Venturing, the organization is capable of creating joint ventures with 

strategic partners through shared business components. Key issues in this final stage 

are how IPR is shared in the joint venture and what business process parts are shared 

with the partners. (Ross et al., 2006) 

Moving through the levels of Enterprise Architecture maturity mean changing the 

organization’s focus from business-level thinking to organization-wide capability 

management. As Ross et al. (2006) describe, this requires senior management 

involvement and understanding in the organization’s Enterprise Architecture. To make 

a generalization, the senior management must refocus their view from external 

strategic opportunities to strategic opportunities created by the internal capabilities of 

the company. 

4.3.4 Enterprise Architecture in corporate strategic management 
While Ross et al. (2006) consider Enterprise Architecture to be a crucial link between 

strategy and effective execution of strategy, they limit their scope in Enterprise 

Architecture to the core diagram and architecture management practices in different 

levels of Enterprise Architecture maturity. While this focus is well-grounded in their 

organization-wide framework for Enterprise Architecture as a tool for executing 

strategy, a more detailed view is necessary to create the link between strategy and 

Enterprise Architecture. Simon, Fischbach, & Schoder (2014) propose a 3-layer 

Business Architecture framework. This framework was selected to supplement the 

Enterprise Architecture as a Strategy framework by Ross et al. (2006), as it describes 

in a more detailed level, what elements that should be considered when deriving 

architectural decisions from strategy. 

The framework consists of Business Motivation, Business Model, and Business 

Execution layers. Business Motivation is about long-term business steering, 

accompanied with decision reasoning. Business Model describes the logic as to how 

the company creates its services and how it makes profit. Business Execution is the 

capabilities the organization has to create the business it executes. (Simon et al., 2014)  



46 
 

 

Figure 4.8 “Fig. 1. Business architecture framework” (Simon et al., 2014: p. 14) 

This Business Architecture framework, presented in Figure 4.8, closes the gap between 

strategy and Enterprise Architecture, which very often is reduced to IT architecture. 

According to Simon et al. (2014), business is treated as defining the context of the rest 

of the Enterprise Architecture, instead of being a design variable in Enterprise 

Architecture design. The purpose of the framework is to facilitate architectural 

thinking in the domain of strategic management. Its purpose is also to communicate 

business understanding to Enterprise Architecture function, thus steering the 

development of more technical Enterprise Architecture layers. (Simon et al., 2014) 

Simon et al. (2014) propose seven ways, aggregated to Table 4.3, as to how their 

framework and Enterprise Architecture in general can be used to advance corporate 

strategic management. These propositions are mainly based on the notion that 

Enterprise Architecture should have up-to-date visibility of the organization’s current 
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state, and thus Enterprise Architecture is able to provide the senior management means 

to informed decision making. 

Table 4.3 Enterprise Architecture in corporate strategic management (aggregated from Simon et al., 2014) 

Research propositions Description 

1. EA facilitates internal and external 
strategic analyses aimed at creating 
strategic options 

Excelling in dependency analysis and having 
enterprise-level view in internal capabilities, 
Enterprise Architecture can effectively 
communicate strategic opportunities and 
constraints. 

2. EA facilitates strategic decision making Enterprise Architecture can communicate 
the effects different strategic options have 
to the operating model of the company, 
thus promoting the selection of 
strategically feasible decisions. 

3. EA facilitates business execution design Enterprise Architecture is a discipline 
aimed at structuring organizational 
components for effective business 
execution, thus providing tools to design 
capabilities required to design the strategic 
decisions. 

4. EA facilitates transformation readiness 
assessment 

As Enterprise Architecture has visibility in 
the current state of the company, they can 
assess the organization’s transformation 
readiness. 

5. EA facilitates strategy implementation 
prioritization 

Enterprise Architecture can analyze the 
interdependencies of different implementation 
programs, thus providing critical information to 
program prioritization. 

6. EA facilitates strategy re-design Enterprise Architecture tracks the implementation 
programs’ effect on EA, thus providing visibility to 
the success of the strategic implementation. This 
allows strategy re-design based on the information. 

7. EA facilitates sustainable strategy 
execution 

Business processes are in constant evolution. 
Enterprise Architecture can track if the business 
still executes strategy.  

 

4.3.5 Levels of Enterprise Architecture 
While Simon et al. (2014) provide a detailed Business Architecture framework to close 

the gap between Enterprise Architecture and Strategy, as Fong & Goldfine (1989) 

describe, Enterprise Architecture should support planning and implementation at all 

levels of an organization’s Information Management. The Fong & Goldfine (1989) 

Enterprise Architecture framework describes how business units’ information needs 

to guide the designing of information, system, data, and technology architectures. This 

framework was selected to complement the Ross et al. (2006) Enterprise Architecture 

as a Strategy framework, as it provides a higher level of detail in the links between 

different levels of architecture. 
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Fong & Goldfine (1989, p. 136) describe architecture as  

“A clear representation of a conceptual framework of components and their 

relationships at a point in time”, 

where components are elements and items of specific architectures, and where 

relationships define the connections of those elements. According to (Fong & 

Goldfine, 1989), a designed Enterprise Architecture enables effective change 

management communication regarding the organization’s information needs, ensures 

the consistency of business implementation according to strategy, and ensures cost-

effective business implementation.  

The wide architecture definition provides nearly unlimited fields of application, but at 

its core, Fong & Goldfine (1989) argue that Enterprise Architecture should encompass 

five levels, presented in Figure 4.9. At all levels the organization should understand 

the current state of (“as-is”) architecture, and a target (“to-be”) architecture. The levels 

are interrelated, and a higher level’s architecture steers the lower level architecture by 

providing optional and mandatory standards and requirements, which can originate 

either internally or externally. (Fong & Goldfine, 1989) 
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Figure 4.9 “Fig 7-1”, 5-level Enterprise Architecture Framework (Fong & Goldfine, 1989: p. 138) 

The first level in Figure 4.9, Business Unit Architecture, sets the information 

management needs for an enterprise or its sub-unit. This includes both the internal and 

external organization’s needs, meaning that the information needed to operate the 

business in its environment is included in the Business Unit Architecture. These are 

mostly business processes, standards and policies enabling and constraining the 

operation of the business unit. (Fong & Goldfine, 1989) 

The Information Architecture level describes information necessary to operate the 

business, including the information content and its presentation form and format. 

Information architecture should describe the sources of information needed for 

operating and managing the business. (Fong & Goldfine, 1989) 
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Information System Architecture establishes the information processing systems’ 

structure and describes how the information systems acquire the information to be 

processed. Data Architecture contains a data dictionary, enabling effective 

communication means, and incorporates the data models supporting database 

implementations. Delivery System Architecture is the technical implementation of the 

aforementioned architectures. (Fong & Goldfine, 1989) 

The five-level Enterprise Architecture model steers the implementation of an 

organization’s strategic goals by providing standards and requirements to be 

implemented at lower level architectures. When implemented, these standards and 

requirements have essentially become architectural principles, guiding the future 

implementation of strategy. It’s necessary to notice that the organization must adhere 

to industry standards constraining the organization’s freedom of choice over its own 

standards and policies ensuring the business execution integrity. (Fong & Goldfine, 

1989) 

4.3.6 Summary of Enterprise Architecture as Strategy 
Enterprise Architecture’s role as a mediator between strategy formulation and 

implementation is mostly based on the assertion that the senior management should 

understand the effects of strategic decisions to the organization’s components and their 

structure. As Ross et al. (2006) argue, an effective foundation of execution is critical 

in digital-oriented business. Thus, the most important task for the Enterprise 

Architecture function is to provide senior management understanding on the 

importance of committing to a defined operating model. As digital business is 

essentially information-based business, expanding Enterprise Architecture to cover all 

five levels presented by Fong & Goldfine (1989) is essential for consistent strategy 

implementation. When the organization structures its business on a defined operating 

model, the Enterprise Architecture function can facilitate strategy making by providing 

information on organizational constraints and opportunities to the strategy 

formulation, implementation, and execution processes (Simon et al., 2014). 

4.4 Creating business value with Enterprise Architecture 
The third important concept for the case organization’s Enterprise Architecture team 

is to provide business value with Enterprise Architecture. Tamm, Seddon, Shanks, 

Reynolds, & Frampton (2015) describe a case from a retail company in Australia, 
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where Enterprise Architecture had a central role in their business transformation 

program. The case organization had six different business units, roughly 150 000 

employees and $30B annual revenue. The transformation program took place from 

2001 to 2007. The lessons learned from their case are summarized in Figure 4.10. 

 

Figure 4.10 “Figure 3: Realizing Business Value from EA: Lessons from RetailCo” (Tamm et al., 2015) 

The first step for achieving demonstrable business value from Enterprise Architecture 

is to gain strong mandate from the organization: the development projects must 

conform to Enterprise Architecture for it to have an actual effect. To gain this mandate, 

the Enterprise Architecture function should establish a service-oriented mind-set, 

where it provides service to the business functions and to the strategic management of 

the organization. (Tamm et al., 2015) 

The benefits the Enterprise Architecture focused on at Tamm’s (2015) case 

organization were divided into three categories of different time-ranges and 

operational levels. First of all, the organization gained strategic value from better IT 

decision making, as the Enterprise Architecture team was able to provide senior 

management strategic information as to what should be decided and who should be 

included in the decision making for strategic IT decisions. Next, the case 

organization’s Enterprise Architects actively participated in projects building on 

enabling capabilities. Support to critical projects ensured that the transformation 
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program kept to the time frame. Lastly, the digital platform which was to be built in 

the implementation program was designed by Enterprise Architects, ensuring efficient 

information flow between different business units. (Tamm et al., 2015)  

The case demonstrates well how Enterprise Architecture can support digital 

transformation at multiple levels at the same time. Critical success factors were that 

the transformation program was mandated to comply with Enterprise Architecture, that 

the Enterprise Architecture team had a practical and flexible service-oriented mind-set 

to the Enterprise Architecture work, and that the organization changed from business-

unit oriented IT planning to process-oriented planning (Tamm et al., 2015). Although 

a case study will always have a limited context, the key lessons described by Tamm et 

al. (2015) are well generalized, providing valuable insight to the organization in this 

case study as well. 

4.5 Summary of strategic Architecture in Literature 
All sources selected to ground the empirical study into extant scientific knowledge 

support the argument that Enterprise Architecture is a valuable tool in strategy making. 

Enterprise Architecture is especially perceived as being useful for providing 

understanding of the organization’s core competences and how they affect the viability 

of different strategic options the organization has. (Proper, 2013)(Ross et al., 

2006)(Simon et al., 2014)(Fong & Goldfine, 1989)(Tamm et al., 2015) 

The frameworks selected emphasize different Enterprise Architecture. The 

architecture definition of Fong & Goldfine (1989) - a structure of elements and their 

relationships – enables a very wide application field for Enterprise Architecture. The 

function’s operations can be tailored based on the individual needs of the organization. 

Based on the challenges digitalization has introduced, the frameworks for Enterprises 

in motion (Proper, 2013), Enterprise Architecture as Strategy (Ross et al., 2006), and 

the Five-level Enterprise Architecture model (Fong & Goldfine, 1989) provide 

excellent contextual fit and a solid core framework selection for the case organization 

in this study. 

Frameworks by Proper (2013), Ross et al. (2006), and Simon et al. (2014) discuss 

Enterprise Architecture mostly from Lapalme's (2012) Integrating School perspective, 

where Enterprise Architecture is the link between strategy and its execution, 
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perceiving strategy as given. As Lapalme (2012) points out, a limited effect on strategy 

can be troublesome if the knowledge available within Enterprise Architecture function 

is neglected during strategy formulation. On the other hand, Tamm et al., (2015) also 

describe how the case organization in their research had a new technologies 

department within the IT organization, fostering technological innovation, which can 

open up new strategic paths. In digital world, the competitive landscape is built upon 

technological business innovations, stressing the first-mover advantages, rather than 

fast-follower strategy. 

It can be thus concluded, that the Enterprise Architecture function should provide a 

clear service oriented at business value creation, to be able to closely co-operate with 

business units and senior management designing the strategic direction of the 

organization. This is mostly done by linking strategic planning with business design 

as described by Proper (2013). Having a strong impact on strategy execution design, 

Enterprise Architecture gains thorough understanding of the organization’s 

capabilities (Proper, 2013)(Ross et al., 2006)(Simon et al., 2014), which is invaluable 

in assessing and adjusting strategy in the subsequent iteration of strategic planning 

(Simon et al., 2014). Establishing a vision of the company’s digital platform and 

communicating business opportunities created by emerging technologies should be a 

core competence for the Enterprise Architect team. 
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5 Role of Enterprise Architecture in Digital Business’ Strategy 

Making 
This chapter is divided into three sub-sections, followed by a summary. Firstly, the 

current state of Enterprise Architecture and the case organization’s expectations of 

Enterprise Architecture in digital transformation is described. Then, the Enterprise 

Architecture’s role in the case organization is compared to the perspective presented 

in the literature. Lastly, the learnings from theoretical frameworks are presented and 

discussed, as to how they could be applied in the case organization’s Enterprise 

Architecture function. The basis for concepts relevant to Enterprise Architecture in the 

case organization was established in Chapter 3, and especially the concepts in Figure 

3.6 define, what Enterprise Architecture should advance in order to provide business 

value and establish strategic partnership with business functions. 

5.1 Enterprise Architecture in case organization’s Digital Business’ 

Strategy Making 

The greatest challenge for the case organization is to create customer value in the 

development projects and programs as the IT development is mostly focused on 

keeping the existing businesses running. Existing technological legacy architecture 

significantly slows down development efforts and the Enterprise Architecture team 

struggles with creating ad hoc solutions to development programs. The organization 

has established a technological architecture standard, but progress in implementing the 

architecture is slow, and the Enterprise Architecture function doesn’t have resources 

to proactively provide solutions to service development challenges. 

“I understand the difficulty in creating standardized architectural solutions, 

but at the same time we need to move fast on all business fronts. We can’t dwell 

on some platform decision for months-- We need the architecture to be a 

business enabler. Sometimes [solution design] might take time, but it just 

cannot [take that long]. It’s not acceptable”. SVP, Business Division 

The comment describes the pain the business units face very well: development 

projects don’t progress fast enough. The organization has restructured its development 

methods into an agile framework in order to achieve faster service development. The 

underlying issue though isn’t the development model, but rather the business model: 
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“I don’t see the agility as an issue in the development method, but the agility 

of the business model. The requirements from the business model are just too 

heavy”. Director, Business Segment IT Services 

On the other hand, the comment from the business division SVP also has a notion that 

the case organization, especially its business divisions, perceives architecture to be 

information systems architecture, which is only the third level of Enterprise 

Architecture described by Fong & Goldfine (1989). This notion also reflects the 

business units’ perspective on business development: it focuses on product 

development. 

“When you press the Business Units to explain their vision or strategy, you 

might get clear idea of market share and profit. It’s a difficult starting point to 

derive decisions for architecture and service development. -- Then in the old 

[logistic] world, we have made an investigation and believed to solve a 

customer’s problem by building an information system. That no longer holds 

true [in the digital world] as we don’t know what the customers want. We are 

too close to the information system solution when designing business”. SVP, 

Products and Services, Business Segment 

The information-system-oriented business development originates in logistic world, 

where the businesses are organized to deliver products to customers: 

“Most of the people in the business units have grown in the old [logistic] world, 

where there was a very product-oriented mind-set. Now we’d need to turn that 

upside down to customer-centric mind-set: what does the customer actually 

need and what everything is possible with the technology?” Digital Platform 

Development Manager 

This system- and product-oriented approach complicates strategic business 

development, where the view on the whole organization’s strategic technological 

capabilities is lost; the organization’s digitalization agenda becomes fragmented in the 

business units focusing on information system development. The issues with this 

mind-set are recognized. 
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“We don’t think like a technology company, we have the technology at the end 

of the development line, it’s always that “I would need a this-and-this 

information system.” It’s never that we have this kind of technological assets 

and data, from which we could build this kind of business.” Chief Strategy 

Officer 

“Technology is a significant driver in many of our business segments and it’s 

impact is increasing, but we approach it very detailed oriented from 

information systems’ perspective. We have difficulties discussing what 

business targets we want to achieve. We lack two things: business vision, and 

strategic technological perspective.” Director, Business Segment IT Services  

The issues are well recognized in the Enterprise Architecture function. Lacking a long-

term vison, in both business and technology, it forces the Enterprise Architect team to 

focus on steering the development programs to manage the information system 

architecture’s complexity.  

“We have methods for steering individual projects, but we haven’t been able 

to create a long-term vision with Business. Everyone is too busy putting out 

fires in the existing programs. We don’t have a target architecture.” 

Architecture Process Manager 

The case organization also has a complex service development organization with 

multiple alignment points, making alignment between strategy, architecture, and 

service development more difficult. Lacking clear business and information 

architectures, the Enterprise Architecture function’s role as technology architects 

complicates delivering value. 

“We are positioned in the Technology Services organization. That indicates 

something, but we also have too many layers and alignment interfaces. These 

are self-made barriers, complicating how architectural decisions are made.” 

Senior Enterprise Architect 

On the other hand, some case organization’s business units are wary of Enterprise 

Architecture as a discipline in strategic business development altogether. Senior 

business managers are especially concerned about the abstraction level of business 
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architecture and doubt that focusing on architecture will draw resources from the actual 

service development: 

“I don’t see it realistic that we’d design a business architecture. We will never 

finish building something that high in abstraction. -- The customer doesn’t care 

if we have great architectures. We sure need the management but it can’t be 

the primary purpose.” SVP, Business Division 

The comment vividly describes the primary issue with Enterprise Architecture: it’s 

considered to be too far from customer experience development, and doesn’t deliver 

customer value. Enterprise Architecture isn’t considered to be a business enabler and 

a problem solver in the service development.  

“I’m not sure if Enterprise Architecture function provides us a service or if 

they reluctantly accept the exceptions we need to make. -- If we want to get 

something done, we need to go and break the architecture without asking for 

permission. And I don’t see that working either, in the long run it surely leads 

to a worse overall solution.” SVP. Products and Services, Business Segment 

Although the business units are struggling with the low agility of service development 

and technological legacy, and they feel that the Enterprise Architecture function hasn’t 

been able to transform the technological platform quickly enough to meet the needs of 

digital world, they have recognized the need for support in creating technology-based 

business. The Enterprise Architecture function is still seen as a center of technological 

expertise, that could provide insight into creating digital business: 

“We [business units] have heaps of clear but wide priorities, often 

contradicting each other. I don’t believe business units can define how they 

should be solved and in which order, especially when there are technological 

dependencies. And what kind of business we could do and how to deliver it to 

the customers. From Enterprise Architecture’s standpoint, I’d need to know 

how to get the information in use. I’m ready to invest in that process, but not 

in the legacy systems”. SVP, Business Division 

While business architecture was considered too high-level an exercise to be done in 

the business units, even the more skeptical business unit managers recognize the 
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underlying concepts the business level contains: channels, processes, profit models, 

etc. A more suitable starting point would be to focus on the customer processes, thus 

delivering value that is easy to communicate: 

“I don’t see that we even have Enterprise Architecture in that sense… But if 

we’d forget the Business Architecture for a while and start from our Process 

Architecture and think our service development from that perspective. Then 

we’d have taken quite a leap. Then we could take those baby steps and know 

that our capabilities are increasing. Then it wouldn’t be just another paper 

exercise.” SVP, Business Division 

The interviews highlight the focus for the case organization’s Enterprise Architecture 

function. Although the case organization doesn’t fully know, what kind of digital 

services and customer experience they should be producing in the future, certainly the 

capability to implement strategy is of utmost importance. 

“Most of the financial sector companies perceive digital disruption the same 

way, so the winner will be the one who is most capable of implementing 

strategy. Finding a differentiating strategy in this situation is difficult.” Chief 

Information Officer 

The role of Enterprise Architecture in the case organization, based on the interviews, 

is summarized in Figure 5.1. In conclusion, the case organization has challenges at 

multiple levels of its strategy making, starting from clear, executable business strategy 

and leading to a myopic view on service development, and a narrow role of Enterprise 

Architecture team. These deficiencies lay ground to what the Enterprise Architecture 

function should focus on, when establishing a more strategic role with strategic 

management and business segments. 
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Figure 5.1 Summary of EA's role in the case organization 

5.2 Synthesis: Enterprise Architecture in the case organization 
The interviews provide rather clear description of the Enterprise Architecture 

function’s role in the case organization digital business’ strategy making. The 

observations are interpreted through frameworks described in Chapter 4 in Figure 5.2 

and Figure 5.3.  
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Figure 5.2 Role of EA in the case organization, synthesized with Ross et al. (2006) 

Figure 5.2 describes case organization’s Enterprise Architecture’s position as 

integrated to the Enterprise Architecture as a Strategy framework created by Ross et 

al. (2006), which is integrated with (Fong & Goldfine, 1989)’s Five-layer Enterprise 

Architecture framework. The empirical research analysis was compared to the 

framework, presented in Figure 4.7, and structured in a similar way. I.e., the 

components of Ross et al. (2006) were replaced with correspondents found in the 

empirical research. 

The figure differences of Figure 5.2 to Figure 4.7 (Ross et al., 2006) mostly represent 

the challenges the case organization has within its strategy making. Most notably, the 

organization lacks altogether a defined operating model. Also, instead of strategic 

initiatives, the case organization has abstract strategic goals defined in the corporate 

strategy, which should be implemented by development programs. The development 
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programs compete for program funding, but the actual link to strategy is more often 

created after the development program has been defined.  

“I see this [strategy implementation] process going a little upside down. There 

are some latent needs to develop different kind of things within the business 

segments. These development needs typically originate in the need of rubbing 

some functionality of a system. Then, there are these strategy papers defining 

important things, and then these are backwards connected, so that “now these 

things we need to do with this system are these strategically important things, 

so we are implementing strategy.” But in my opinion, this is the wrong order 

to do that.” Architecture Process Manager 

While (Ross et al., 2006) argue, that the Enterprise Architecture should steer the 

development programs and the engagement model should be applied after the 

architectural analysis, in the case organization the engagement model is applied first. 

After the decision on which development programs to execute, the Enterprise 

Architecture team steers the development programs. Also, there is no link from the 

foundation for execution to the corporate strategy, i.e. the extant capabilities of the 

digital business platform are missing from strategic decision making. 

“I’d need an extremely sharp ICT strategy and  technology road-map, because 

it links to those big business choices and no-decisions. In the upcoming years, 

we trim our product portfolio, lighten it up, then we will also have questions, 

of which businesses to shut down. -- Those decisions partly depend on when 

we need to do the next big investment. We shouldn’t do it [close the business 

lines] when we have recently invested 50 million euros to a core system, we 

should do it before the investment. -- Now we do it like – and I believe the whole 

organization understands this – now we must make the decision. And then 

there’s no time for strategic consideration. We have people coming in saying, 

that either we invest now or either we will have reliability issues. Or actually, 

that we have the issues already. Then we don’t have decision-making time 

window. We don’t have an option. And in my opinion, good architecture work 

would mean that we always have the decision-making window.” Chief Strategy 

Officer 
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The missing operating model is reflected in Enterprise Architecture’s position in 

strategic development: as the strategic goals don’t define a clear target, also the 

business development programs also do not contribute towards a clear operating 

model. Thus, the Enterprise Architecture team does not have defined or even implicit 

business architecture. The entire focus of the Enterprise Architecture team is forced to 

manage the incoherent development program portfolio’s information system 

perspective. 

“The operating model is the key, and there is this integration-standardization 

matrix. We have been trying that, and I tried to encapsulate that in this question 

of whether we want to see customer as one or not, and does the customer want 

to see us as one, independent on the business segment. --We have been trying 

to enquire about this.[Describes the case organization’s position in the matrix 

(Ross et al., 2006: p. 29)] And we haven’t really thought about this, what would 

be best for our business.” Senior Enterprise Architect 

With no clear direction from operating model and Business Architecture, it’s difficult 

to form standards and requirements for enterprise-wide information architecture, as is 

suggested by (Fong & Goldfine, 1989) and (Ross et al., 2006). This also positions the 

company’s engagement model to be ill-suited for actual realization of strategic targets: 

as the engagement model mostly focuses on which programs should be given funding, 

it only steers the starting point of the development programs. The case organization 

has unclear visibility on the actual results of the development programs. The Enterprise 

Architecture function only oversees the technological development of the foundation 

for execution, having little to say and little knowledge for validating, whether the 

business objectives are in fact implemented. 

With no business and information architecture levels, it’s no surprise that the 

Enterprise Architecture team has little to contribute to the strategy process. 

Architectural development does gain funding in line with the amount of business 

development programs, but the communication is mainly limited to the technological 

renewal of the legacy architecture. It can be argued, that instead of providing means 

for informed decision making and steering the enterprise in motion, the system 
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architecture aspect from Enterprise Architecture mainly causes unpleasant surprises to 

development programs pursuing strategic goals. The situation is illustrated in Figure 

5.2. 

 

Figure 5.3 Enterprise Architecture synthesized with Running-motion system (Proper, 2013) 

Figure 5.3 is synthesized in a similar way to Figure 5.2. The empirical research 

analysis was compared to Figure 4.6, and the model in the case organization was 

adapted to the Proper's (2013) framework of enterprises in motion. 

As described in Figure 5.3, the function producing motion is not in place in the case 

organization. Corporate strategy mainly focuses on external factors, which cause 

external pressure to the case organization. The interviewees from all areas of the case 

organization underlined the deficient change management capability, which should 

produce motions to enterprise. Rather than managed motion arising from the internal 

capabilities and understanding of the situation of the organization’s operations, the 

case organization needs to deal with issues impairing capability to implement strategy. 

As a result, while the case organization has prominent strategic analysis of the external 

factors affecting the organization, the case organization lacks capability to implement 
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the strategic objectives, as the original intent is fragmented in the development 

programs. 

“We have quite fragmented change management. We have started to build an 

organization to product and service development organization, which could be 

responsible of change management, process standardization from the internal 

point of view, and actually implement them. That’s kind of an Achilles’ heel, I 

don’t recognize that we’d have such an entity on the group level. Or here at 

the group services either.” SVP, Products and Services, Business Segment 

5.3 Establishing strategic partnership between Enterprise Architecture 

and Business 

As Enterprise Architecture is the function overseeing foundation for execution from 

the information system architecture perspective, it’s hardly surprising that business 

functions and senior management are skeptical of Enterprise Architecture as a solution 

for solving issues within digital transformation. Regardless, as digital business relies 

on a functional Foundation for Execution, building the capability to effectively 

develop digital services requires a more strategic role for Enterprise Architecture. As 

Tamm et al. (2015) pointed out, this requires a strong mandate for the Enterprise 

Architecture function, though in the case organization this will be difficult to achieve 

without evidence of strong support for business in their transformation from the 

logistic world to the digital world. 

It’s noteworthy that no single function should bare the blame for the current situation 

of the digital platform in the case organization, as the whole strategy making – from 

design to implementation – should restructure to be better able to correspond to the 

shift from logistic to digital world. Given that the Enterprise Architecture team is 

trying to gain a more strategic position without immediate support from top 

management, a bottom-up strategy to provide value to business units should be 

pursued. Thus, the Enterprise Architecture function should by their own actions prove 

the usefulness of the discipline in leading digital business. 

Compared to findings described by Tamm et al. (2015) in Figure 4.10, the case 

organization’s Enterprise Architecture team is mainly able to provide project support. 

Providing a long-term view for building a better digital platform and improving IT 
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decision making are the clear areas of improvement for the Enterprise Architecture 

function. Also, even though Fong & Goldfine (1989) note that usually architectural 

principles can only be described after the architecture has been built, establishing 

business and information architecture levels is crucial for being more relevant to 

business functions. 

Creating a business architecture doesn’t necessarily require a long and theoretical 

exercise in describing the current state of business with a business architecture model, 

such as the one proposed by Simon et al. (2014). Rather, following the steps proposed 

by Ross et al. (2006) (Table 4.2), the Enterprise Architecture function should start re-

establishing an effective foundation for execution by defining with the business units, 

which business processes are at the heart of customers’ digital service experience. 

Addressing the business units’ concerns of theoretical paper exercises with no actual 

business benefits is essential in building trust, and starting from the core elements of 

digital customer experience, the Enterprise Architecture team stays aligned with 

business segments’ efforts in creating better customer experience. Concepts from the 

business architecture framework proposed by Simon et al. (2014) could be one starting 

point for the discussions with business units. 

Mapping the business processes and analyzing the symptoms of ineffective foundation 

for execution should be done bottom-up, as focusing on excessively large entities 

increases complexity and reduces agility. Once the core processes have been 

discovered, Enterprise Architecture should facilitate discussions and decision making 

on the integration and standardization levels the case organization wishes to implement 

in their foundation for execution. The interviewees emphasized the difficulty of 

making decisions concerning the whole case organization, but the Enterprise 

Architecture team should clearly communicate the effects of not having defined 

integration and standardization levels, which the case organization deeply commits to. 

To back up their cause, the Enterprise Architecture team could present initial analysis 

on the integration and standardization requirements from the recognized business 

processes. The core benefit of this process would be to provide the development 

programs a clear framework for solution design, improving the development program 

effectiveness as the solution space is narrowed down. 
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Even if the case organization will not commit to unified integration and standardization 

levels, focusing on the business processes requiring digital enhancement will provide 

the Enterprise Architecture team a starting point to define the information architecture 

required to create digital customer experience. This would enable Enterprise 

Architecture to promote architectural structures easing the work in the development 

programs, thus increasing digital service development agility and providing more 

strategic value. 

5.4 Summary of Enterprise Architecture’s role in the Case 

Organization’s Digital Business’ Strategy Making 

The core category in the empirical research is “The role of Enterprise Architecture in 

Digital Business’ Strategy Making”. This category contains the services the case 

organization’s Enterprise Architecture function should provide to business segments. 

These services are based on the case organization’s strategic digitalization context, and 

the digitalization agenda for the business segments, divided into strategic objectives 

and internal issues. Figure 5.4 summarizes the resulting analysis.  

The analysis is started by presenting the digitalization context and the business 

segments’ digitalization agenda first, as the Enterprise Architecture function’s purpose 

is to serve the case organization’s business needs. Thus, the role of Enterprise 

Architecture is reasonable to present when the strategic objectives of the case 

organization are first described. 
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Figure 5.4 Results of the study: Role of Enterprise Architecture in Digital Business' Strategy Making 

In essence, the case organization views the changes in customer behavior and 

increased competition as core concepts in digitalization. The changing customer 

behavior is seen to create disruption to the market, which would shake the existing 

market positions in financial services industry. The case organization aims to retain 

and grow its market share, while transforming the organization to serve customers with 

customer-experience-oriented digital world services. The increased competition also 

has a profound effect on the case organization’s business segments digitalization 

agenda. The new competitors are viewed as a threat to the market share, and force the 

case organization to transform its business and operational models. The case 

organization also believes they need to be able to quickly respond to initiatives and 

new services introduced by the competitors, thus forcing the case organization to 

increase their service development agility. The connections between the external 

drivers and strategic objectives are summarized in Table 5.1. 
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Table 5.1 Connections between external drivers and strategic objectives 

Objective 

Driver 

Maintain and grow 
market share 

Shift towards 
customer-experience 
oriented service 
company 

Prepare for digital 
competition 

Shift in customer 
behavior 

The case organization 
aims to take advantage 
of the shift in the 
customer behavior 

The shift in customer 
behavior and 
preferences forces the 
case organization to 
transform their 
business models. 

- 

Increased 
competition 

Even with the 
increased competition 
threating the case 
organization’s market 
share, they are still 
determined to fight for 
their current position 

Especially FinTech 
start-ups and Tech 
Giants focus on 
customer experience, 
to which the case 
organization must 
respond to. 

The case organization 
aims to increase its 
service development 
agility to be able to 
respond to increased 
competition. 

 

The Enterprise Architecture function must provide support to the business segments 

in their efforts transforming the business from logistic to digital world. Besides the 

categories caused by external drivers, the case organization business segments also 

experience a slowing down of their efforts by the legacy IT platform, which is the 

fourth category in the business segments’ digitalization agenda. 

While managing and designing the IT platform as such is not the business segments’ 

responsibility, the decisions made by the business segments greatly affect the agility 

of service development. Hence, as suggested by Ross et al. (2006), the Enterprise 

Architecture function should facilitate discussion on the integration and 

standardization levels. While the direct effect would be on the agility of service 

development, having clear decisions on the business and operating models would also 

provide direction to the shift towards customer-experience-oriented service company, 

and prepare the organization for digital competition. When the required decisions on 

the integration and standardization have been made, steering the digital business 

platform development would actually implement these strategic decisions, enabling 

the case organization to respond to competitors’ moves. 
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The Enterprise Architecture function could also improve the case organization’s 

competitiveness by researching technology-based business opportunities, as suggested 

by Tamm et al. (2015), as digital services were described to often be based on 

technological innovation. Researching the technological opportunities would also 

mitigate the risk of competition, as the case organization would then be aware of new 

services the competitors could introduce. 

Lastly, the case organization’s Enterprise Architecture function should introduce 

Customer Experience Architecture as part of the solutions it designs to the service 

development organization. The business executives find Enterprise Architecture to be 

distant and at a very abstract level, having little relevance on creating customer 

experiences. Thus, while the Enterprise Architecture seeks better strategic partnership 

with the business segments, the means for achieving this object would be by advancing 

the development of customer experience.  

The connections between the described business segments’ strategic objects and the 

Enterprise Architecture’s services to the business functions are summarized in Table 

5.2. 
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Table 5.2 Connections between strategic objectives and EA services 

Objective 

 

EA service 

Maintain and 
grow market 
share 

Shift towards 
customer-
experience 
oriented service 
company 

Prepare for 
digital 
competition 

Change 
initiatives 
constrained 
by legacy IT 

Research 
technology-based 
business 
opportunities 

By researching 
business 
opportunity 
created by 
technological 
development, the 
EA team can help 
grow the market 
share 

New technologies 
can enable new 
kind of customer-
experience-
oriented services 

Especially 
FinTech start-ups 
and Tech Giants 
base their service 
innovations on 
technological 
innovations. 

- 

Customer 
experience 
architecture 

- EA could assist 
business create 
customer 
experience by 
designing the 
needed structures. 

- - 

Facilitate 
discussion on the 
agility of 
business 
decisions and 
their impact to 
technological 
agility 

- By facilitating 
required business 
decisions, EA can 
accelerate 
transformation 
towards customer-
experience-
oriented service 
company. 

By facilitating the 
discussion of 
agility of the 
business decision, 
the company’s 
service 
development can 
be accelerated. 

By deciding 
the integration 
and 
standardization 
levels, the case 
organization 
can speed up 
building a 
faster ICT 
platform. 

Steer digital 
business 
platform 
development 

- - A modern ICT 
platform will 
speed up service 
development, 
enhancing the 
case 
organization’s 
capability to 
respond to 
competition. 

Renewing the 
ICT platform is 
one of the EA 
function’s 
most important 
current tasks. 
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6 Discussion 
This chapter summarizes the results of this case study and discusses their academic 

and practical contribution. First, the main findings are presented. Then, the limitations 

of this case study are analyzed, followed by discussion on the academic and practical 

contribution of the study. Finally, recommendations for future research are presented, 

both of interest to the academia and the case organization. 

6.1 Main findings 
This research answers to the following research question: 

RQ: “How could the organization link strategic planning and making with 

strategic digital architecture practices?” 

To answer the research question in smaller, manageable analyses, the research 

question was divided into three sub-questions. The main findings of this study are 

summarized in Table 6.1, per research sub-question. The findings are discussed at 

research question level. A single view of the results is synthesized in Figure 5.4, 

repeated as Figure 6.1. 

Table 6.1 Main findings of the study 

Research questions Findings 

RSQ1. What strategic 
architecture concepts exist 
in strategic digital business 
development? 

• Digitalization is technology-driven change in customer behavior, where 
the customer will do business in digital world instead of the logistic 
world. 

• The EA function must enable and advance digital business development 
in the aforementioned context. 

RSQ2. What is dominant 
view in strategic digital 
architecture practices in 
literature? 

• EA provides informed steering for enterprises in motion. 
• EA steers digital business development from information management 

perspective. Business decisions frame  
• EA provides services to digital transformation efforts by improving 

project results, designing digital target platform and improving decision 
making. 

RSQ3. How does the 
dominant architecture 
view in case organization 
differ from the view in 
literature? 

 

• The case organization’s top management doesn’t have informed view on 
the internal state and capabilities of the organization. 

• The case organization’s senior business management is wary of EA, 
reducing EA function to ICT Architecture. 

• The case organization’s EA is mostly able to provide only project 
support. 
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Figure 6.1 Results of the study 

The Enterprise Architecture function generally has a good overview on the case 

organization’s technological landscape. This enables the case organization to manage 

its technological debt and keep business running. This mainly tactical, almost 

operational role isn’t sufficient for the Enterprise Architecture to contribute to the 

organization’s strategy making. It also compromises the case organization’s ability to 

undergo digital transformation and prosper in digital world’s business environment. 

After all, as found in this research, digitalization is technology-driven change in 

customer behavior, and Enterprise Architecture is the center of technological 

excellence in the case organization. 

The role Enterprise Architecture has is problematic for two core reasons: first, as 

technology gains increasing importance in financial sector business, either the business 

functions must develop improved capabilities to lead technology-based business or 

either create closer, more strategic partnership with functions having expertise in 

technology. In the case organization, some of the senior business management could 

be described as being allergic to Enterprise Architecture as a discipline and are 

unwilling to share their power with the Enterprise Architecture function.  The financial 

services’ main resource is information, and as a strategic information management 
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tool, as Fong & Goldfine (1989) describe Enterprise Architecture, it provides 

appropriate means to strategic business management in the financial sector.  

Secondly, the case organization suffers from legacy information systems seriously 

hampering service development. The root cause for this has been the business 

segments’ power and willingness to develop individual systems for their business 

problems. There has been little view on the big picture, which has resulted in a massive 

legacy architecture. Sure, the case organization is not exceptional in this sense, but the 

fact that the businesses still overrule architectural decisions will only make future 

development options worse. Enterprise Architecture is designed to manage the big 

picture’s integrity, and having too little to say in service development, the case 

organization continues to commit to decisions deteriorating their foundation for 

execution.  

Combined, these issues form a significant risk to the case organization’s future: 

business builds upon technology – software – but the business isn’t lead technology-

strategically, where business would be founded on strategic technological capabilities. 

As found in the empirical research, the case organization’s competitiveness heavily 

relies on technological capabilities in the digital world. 

The positive side is that the case organization’s business functions have realized the 

importance of digital transformation, calling for digital leadership. This creates space 

for the Enterprise Architecture team to pursue bottom-up initiative on enabling and 

acting as a catalyst on digital transformation. A strategic relationship with business 

can actually be achieved by actively participating in building customer experience. By 

connecting and managing dependencies of individually developed services, and by 

providing senior business management insight into the complexity of these 

development projects, Enterprise Architecture can provide strategic value to the 

business segments. 

The most important issues are to effectively communicate the consequences different 

business decisions have, and promoting business decisions that enable faster digital 

business development. The goal for the Enterprise Architecture team should be to 

facilitate a commitment to a defined integration and standardization level decision. 

Building upon that decision, the Enterprise Architecture team could facilitate 
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discussion on different business options available with the customer information the 

case organization possesses and has availability to. 

The difficulty for the Enterprise Architecture is communicating the business options, 

as the business leadership throughout the financial services sector is mostly interested 

in creating customer experience. The Enterprise Architecture’s core focus is not in the 

customer experience, but the underlying structure the organization should have. The 

decisions on customer experience are made at business architecture level, but the 

Enterprise Architecture doesn’t answer to the question, how customer experience 

created is. A dearly needed Customer Experience Architecture level is missing from 

the reference frameworks. Developing an architecture that serves to build customer 

experience is necessary, both academically and for the case organization’s Enterprise 

Architecture team, to establish a truly strategic partnership with the business units. 

6.2 Practical implications of the study 
This research provides valuable insight into Enterprise Architecture’s role in digital 

transformation. The strong organizational politics in the case organization suggest that 

analyzing and suggesting actions to tackle digital transformation should scope in 

general change management challenges. An organizational transformation cannot be 

studied from one perspective, and conclude that a single discipline is enough to tackle 

the transformation challenges. 

On the other hand, the results of this study revealed that technology is a major factor 

in creating digital world services. Thus, a discipline that aligns and integrates 

technological management into business management is essential. As some of the 

business leaders noted, the business innovations are at least implemented with 

technology, and many innovations rely on technological advancement. Thus, 

Enterprise Architecture’s role in digital transformation is justified. 

As no discipline or function can take its position for granted amid constant 

organizational change, also Enterprise Architecture must be able to provide service 

that enables coherent strategic decisions and implementation. Thus, Enterprise 

Architecture must be aware of the strategic landscape the organization has, both 

internally and externally, especially in how technology affects strategic business 

choices. This study describes the perspectives Enterprise Architecture function should 
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have, and should be able to communicate clearly and effectively to business 

executives. Creating a strategic relationship with business functions must arise in the 

Enterprise Architecture, and the key is to provide service needed by business functions. 

Especially important is to demonstrate continuous benefit from Enterprise 

Architecture. 

Also, the research method used to map the strategic horizon in the case organization 

proved to be valuable for Enterprise Architecture. Mapping strategic concepts in the 

business landscape provides direction for the Enterprise Architecture and 

communicates the expectations the business leaders have towards Enterprise 

Architecture. Having a unified perception about strategic concepts facilitates 

discussions between Enterprise Architecture and business segments. The results of this 

research enable the case organization’s Enterprise Architecture to focus on the issues 

the business faces in digital transformation. In the context of digitalization in the 

financial sector, the most significant strategic concept Enterprise Architecture must 

help implement is customer experience. 

6.3 Academic contribution of the study 

This study describes challenges Enterprise Architecture needs to adapt to in 

digitalization. Although digitalization is about transforming organizations into digital 

service creation, and Enterprise Architecture is developed to align business and IT, it’s 

still struggling to establish a strategic position in an organization where ‘strategic 

agility’ and ‘customer experience’ are the buzz words defining the top management 

interests. Enterprise Architecture as a discipline must prove its ability to enable agile 

customer experience development. 

This research also validates extant knowledge in the field of Enterprise Architecture 

study. Especially research conducted by Simon et al. (2014) makes for an especially 

interesting comparison with this study, as they describe the Enterprise Architecture’s 

marginalization to ICT Architecture based on literature review. This research was 

conducted on the contrary to theirs: started by an empirical grounded theory study, 

followed by grounding the research into the extant knowledge. Simon et al. (2014) 

started their research with an extensive literature review, followed by small empirical 

research to validate the theory combined from literature sources. 
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This research also validates the change drivers of Enterprises, described by Proper 

(2013). All five change drivers had significant correspondence in the case 

organization. These findings are presented in Table 6.2 

Table 6.2 Contextual fit analysis: External drivers of change 

Change drivers in Proper (2014) Correspondence in empirical research 

1. Changes in operational environment, 
including mergers and acquisitions, increased 
international competition, business model 
innovations, technological innovation. 

Digitalization creates significant increase in 
competition due to reduced cost of new service 
development. Specialization in the three distinctive 
digital business service models increase the need 
for business ecosystems. Changes in regulation 
reduce barriers from international competition.  

2. Shifting power in value chain, i.e. 
customers demanding more personalized 
service and a shift from product-based 
offerings to services. Demand for complex 
services increases the need for business 
partnerships. 

The shift from logistic to digital world 
requires “new type of individual, modular 
products” (SVP, Business Division). The 
customers want more personalized services  

3. Changing regulation and public opinion 
demands increased governance in business 
ecosystems as the public opinion is more 
concerned in the social responsibility of 
corporations. 

While social responsibility was not a 
concern in the empirical research, EU 
regulation in financial services (e.g. PSD2, 
MiFID II) creates significant need for 
business model change and adaptation. 
Failure to comply with the directives will 
cease license to operate in the 
corresponding business segment. 

4. Core competences and outsourcing: the 
need to focus on one’s core competences is 
increasing, requiring careful outsourcing 
decisions. 

The case organization is forced to consider 
its service business model (Figure 3.5) and 
how it could keep up serving its customers 
while especially FinTech start-ups excel in 
creating specialized niche services. 

5. IT as core business competence: 
Information technology is increasingly a core 
competence differentiating business. Business 
value is created in IT-based services. 

Technology is considered as one of key 
components in digitalization in the case 
organization. The difficulty is to create business 
and especially profit models in IT-based services. 

 

The case organization also had correspondence to several internal drivers of change 

described by Proper (2013), producing continuous motion in the case organization. 

These findings are summarized in Table 6.3. These findings further validate Proper's 

(2013) framework of enterprises in motion as usable reference when analyzing the 

state of an Enterprise facing transformation challenges. 
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Table 6.3 Contextual fit analysis: Internal drivers of change 

Some change processes in Proper (2014) Correspondence in empirical research 

1. Large scale technology migrations Most established financial sector companies 
struggle with legacy platforms.  

2. Enterprise transformation Structuring the organization for the bank 
insurance model has caused a series of 
organizational transformations. Also the 
adoption of an agile development model 
has caused significant changes in the 
organization.  

3. Business innovation Especially fitting new business ventures to 
the existing organization causes motion in 
the case organization. 

4. Continuous process improvement Keeping up with changing regulation 
accompanied with regular business 
development creates constant change. 

5. Organizational drift Although the case organization’s strategy has 
included components for digitalization from the 
first versions of self-service internet banking, the 
actual targets have not been achieved. 

 

Besides the processes causing transformation to the case organization, the state of the 

case organization’s foundation for execution, as described by Ross et al. (2006) was 

analyzed. The case organization had several symptoms indicating that the ICT 

platform enabling digital business was not in shape. The correspondence between Ross 

et al. (2006) and the case organization is summarized in Table 6.4. 
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Table 6.4 Contextual fit analysis: Symptoms of an ineffective Foundation for Execution 

Symptoms of an ineffective foundation for  

execution (Ross et al., 2006) 

Correspondence in empirical research 

1. New Regulations Require Major Effort 
An ineffective foundation for execution 
creates major effort to comply with new 
regulations. 

 

EU regulation, such as MiFID II and PSD2, causes 
major stress for financial sector companies in the 
upcoming years. These transformative directives 
could be viewed as drivers for business innovation, 
yet the complex and heavy IT investments cause 
them to be more of a burden than opportunity for 
the case organization. Anticipating the content of 
new directives is practically impossible, the time 
allowed to implement the changes is always 
seemingly short for the case organization. 

2. Business Agility Is Difficult and Growth 
Initiatives Aren’t Profitable. Leveraging 
existing digital business capabilities increases 
business agility. This relies on effective 
Foundation for Execution. 

One of the most important topics in 
empirical research was agility in digital 
service development. The case organization 
fears losing competition in the digital 
world if agility isn’t increased. 
Development projects are often more about 
maintaining service level than creating 
customer value. 

3. IT Is Consistently a Bottleneck: 
Companies aligning IT based on articulated 
business strategy suffer from ‘IT as a 
Bottleneck’ syndrome. Long IT development 
times reduce strategies to be inconsequential. 
Market environment described in strategy is 
long gone when IT is ‘ready’. 

Slow IT development is a major issue in 
case organization’s digital agenda. 

4. Different Business Processes and Systems 
Complete the Same Activity: Most often 
redundant IT systems create unnecessary 
duplicate costs.  

Starting from the definition of “customer”, 
each business segment, banking, insurance, 
and wealth management, manages 
customership, even though the 
organization’s goal is to provide unified 
experience across all businesses. 

5. Management Doesn’t Know Whether It 
Gets Good Value from IT: According to 
Ross et al. (2006), companies gaining strategic 
value from IT are capable of describing the 
company’s Enterprise Architecture at high 
level. 

The case organization has committed to 
development programs with inaccurate 
information, leading to high unexpected costs. The 
value of IT is difficult to measure. 

 

6.4 Recommendations for further research 
This study found, that in the context of digitalization, Enterprise Architecture should 

promote agile creation of customer experience. Yet, there are no ‘customer 

architecture’ layers in Enterprise Architecture frameworks. Thus, it should be 

examined how customer experience can be integrated into Enterprise Architecture and 

what the strategic, long-term components enabling agile customer experience creation 

are. Essentially, Enterprise Architecture needs tighter links between strategy and 
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customer-oriented service design to develop its position in organizations’ digital 

strategy making. 

This advice also holds true to the case organization’s Enterprise Architecture function. 

Enabling agile customer experience development and strategic new business venturing 

is dearly needed in the case organization. Especially communicating what kind of 

business decision in information management would enable more agile development 

would provide great strategic value to the case organization. The raw material for 

financial services is information, and refining the information creates customer value. 

Thus, increasing the organization’s capability to make informed decisions in what kind 

of information is available and how it could be refined to create customer value brings 

the Enterprise Architecture closer to strategic decision making and implementation. 

6.5 Limitations of the study 

A thorough research design accompanied with systematic methodology ensures the 

reliability and validity of this case study. The research was conducted with Grounded 

Theory methods promoted by Lazenbatt & Elliott (2005) to ensure the research quality: 

the interviewees were systematically sampled, the data was collected with concurrent 

data analysis, the data was constantly compared during the analysis, and memos were 

created during the analysis. 

As a case study, this research has limitations especially on the generalization of the 

results. This study’s perspective is defined by digitalization in the financial services 

sector, creating a strong context that should be considered when applying the results 

to other fields. Also, the context of the Enterprise Architecture team’s position in the 

case organization (presented in Figure 5.2) defines the available means to create a more 

strategic partnership with the business functions. Thus, this research requires 

replication in other organizations and fields to gain wider generalizability of the study. 

Although a sample of 15 interviews is fairly large considering the scope of a master’s 

thesis study and provides decent representation of the case organization’s senior 

management, individual opinions still have effect on the results of the study. The 

categories created in the data analysis (Figure 2.5) were not saturated, requiring further 

research to establish better validity. Especially in the research sub-question 1, about 

the digital context of the case organization, the categories did recur, with no 
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contradicting opinions, suggesting that while some nuances were missed with this 

interview sample, the general findings were appropriate. Also, the digitalization 

analysis had most of its categories described after 5 interviews, increasing confidence 

that the interview sample was large enough for academically valid results. 

The results of this study were validated in a workshop, where the interviewees created 

a concept model for digital business development, and the propositions presented in 

this thesis were generally accepted by the interviewees. This eliminates the risk of false 

interpretations of the empirical data. The triangulation of the data also increases the 

validity of this study: the interviewees were selected from all three different business 

segments of the case organization, they were triangulated to include members from 

different divisions: business, development, and technology organizations. Also, the 

seniority of the interviewees was varied in order to gain a more representative sample. 

The greatest limitation of this research is in the grounding of this research to extant 

academic knowledge, as the literature review was rather small. The contexts of the 

selected researches were thoroughly analyzed and they did match the case 

organization’s context extremely well, suggesting that the selected frameworks are a 

good fit in the case organization’s context. 
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7 Conclusions 
This research studied how an Enterprise Architecture function in a large financial 

services company can support strategic planning and implementation, i.e. strategy 

making. The case organization faces both internal and external pressure to change both 

its business and operating models, as digitalization shifts the customers from 

consuming products in branches to digital services. The reduced cost of digital service 

development underlines the need to transform the business to a digital world, where 

customer experience is a key success factor. At the same time, the case organization 

struggles with new competitors starting from a clean table, without the weight of a 

historical legacy IT architecture. 

The case organization has typical challenges while tackling digitalization. They must 

manage multiple transformations at the same time: the customers expect new kinds of 

services, requiring the company to change their service development methods and 

innovating new kind of ways to serve their customers. A new kind of service 

development requires new kinds of skills, a customer- oriented mind-set, and different 

kind of organizational culture, all adding complexity to the organization’s adaptation 

to the external environment. 

At the core of these transformations the Enterprise Architecture function aims to 

design and steer the development of digital business platform, introducing new 

technology-based capabilities to organization. The challenge is, that there are few 

explicit business decisions outlining how the platform should be consistently built 

throughout the multi-segment enterprise. Also, as the development of this new digital 

business platform has taken more time than the business segments could wait, the trust 

between Enterprise Architecture and business segments is weak. The Enterprise 

Architecture function has represented ICT architecture in the case organization, 

providing little value to the organization’s strategic management. 

In order to establish a more strategic relationship with the business segments and 

strategic management, the case organization’s Enterprise Architecture function must 

re-design its own operations, focusing more on actions providing continuous business 

value, which can be communicated to the business segments. The Enterprise 

Architecture function must especially create ways of communicating the state of the 
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organization’s internal capabilities, as the top management of the organization has 

little knowledge of what the organization’s digital business platform can do, and what 

kind of strategic options are therefore available. 

Providing architectural designs enabling the development of customer experience is 

one of the most important tasks for the Enterprise Architecture function. The business 

segments must view Enterprise Architecture as a service development partner, 

enabling the organization to accomplish its strategic objectives. 

The case organization’s Enterprise Architecture function doesn’t only struggle to 

design and steer the digital platform, it also fights for its relevance altogether. As 

digitalization introduces shorter service life-cycles, it becomes more and more difficult 

to design long-term digital business platforms. Thus, the case organization must 

achieve greater modularity in the system, and Enterprise Architecture must have a 

shorter response time to changes affecting the organization’s business and operations 

in order to serve the business segments’ needs. 
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Appendices 

Appendix A: Original Interview Template 
Interview theme Question (sub-objectives) 

1. Interviewee 
background 

a) Name, age, education? (-) 
b) Extra education within last 3-5 years, especially in digitalization? 
c) Which ones have been the most inspiring? (-) 
d) Short career description, emphasizing recent positions. (-) 

2. Digitalization 
warm-up a) What is digitalization? (-) 

b) What does ‘digital change’ mean? (-) 
c) How does digitalization affect the case organization’s operational 

environment? (1) 
d) What kind of digital successes has the case organization had? (1) 

3. Strategic 
concepts and 
context 

a) How does digitalization affect strategic planning? (1) 
b) How has previous strategy supported digital change in the case 

organization? (1,2) 
c) How do mutual needs of different business segments are 

considered in strategic planning? How about in implementing 
strategy? (1, 2) 

d) How does strategy steer the work of individual employees? (1) 

4. Architecture’s 
readiness to 
answer to digital 
challenges 

a) What is IT’s capability of responding to the business change 
caused by digitalization? (1, 2) 

b) What is IT’s role in organization? (2, 3) 
c) What should the architecture function do better so that the case 

organization would achieve its strategic goals better? (2) 
d) How are processes affecting the whole organization managed? (1, 

2) 
e) How are competences and capabilities affecting the whole 

organization managed (2, 3) 

5. Competences a) How are competences in the case organization managed? (2, 3) 
b) Whose responsibility it is to manage these competences? (3) 
c) What competences does the case organization need in order to 

succeed in digital transformation? (3) 

6. Role 
distribution a) What is architecture’s role in the case organization? 

b) How should architecture support strategic planning? 
c) What do the business units expect from the architecture function? 
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Appendix B: Interview theme change log  
Theme Change log Change objective 

1. Interviewee 
background 

- - 

2. Digitalization 
warm-up ADD: What is the most significant 

threat caused by digitalization? 
Find out threats perceived that the 
EA function should prepare for. 

3. Strategic 
concepts and 
context 

MODIFY: Focus less on strategic 
planning process and more on 
content of the new strategy. 

The purpose was to find out 
strategic concepts affecting 
Enterprise Architecture. 

4. Architecture’s 
readiness to 
answer to digital 
challenges 

ADD: Inquire the type of interaction 
the interviewee has with Enterprise 
Architecture 

Find out relations especially 
between business executives and 
architecture function. 

5. Competences MODIFY: Instead of 
‘competences’, use term 
‘organizational capabilities’. 

Competences were perceived as 
employee skills, and mostly an issue 
for HR. The purpose was to find out 
organizational capabilities. 

6. Role 
distribution ADD: How well does architecture 

support business functions in 
digitalization? 

Get more rich data from the 
relationship between business and 
architecture. 

7. Unstructured 
discussion ADD THEME Give the interviewee space and time 

to reflect on the interview and give 
opinions on a more relaxed phase.  

 


