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■

 

Enterprise business models should provide high-level over-
views, not onerous details.

 

■

 

Enterprise business modeling should occur on a regular
basis throughout the life of your organization.

 

■

 

Enterprise business models explore the businesses pro-
cesses, external environment, organization structure, and
critical business entities pertinent to your organization.

 

■

 

Your enterprise stakeholders must be active participants in
the development of your models.

 

■

 

Involve the actual stakeholders for your enterprise business
models when you’re developing them to ensure that the

 

models reflect their requirements. 

 

B

 

usiness modeling is an integral part of the RUP. The existing
RUP business modeling discipline provides a view of the business
structures and processes of the organization relative to a specific
project, identifying the proper scope of the project and showing
how the system fits into and supports the business. This is incredi-
bly important for a project, but it isn’t sufficient for the enterprise;
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the enterprise business modeling discipline encompasses the same
activities as the business modeling discipline but does so at the en-
terprise level. To be fair, the RUP product (IBM 2004) does de-
scribe the need to model at the enterprise level, but because there
is no mechanism within RUP to depict cross-system issues ade-
quately, it doesn’t do the concept justice, nor does it provide an ex-
plicit way to share information between projects—hence the need
for this discipline within the Enterprise Unified Process (EUP).

Carr (2004) makes a very good case that most information
technology (IT) investments do not provide competitive advan-
tages for the organization implementing them. He points out that
if all of your competitors implement or buy a customer relation-
ship management (CRM) system or an enterprise resource plan-
ning (ERP) system, there is very little chance that you will gain a
competitive advantage by doing so. And you know what? He’s
right. To succeed, you need to look beyond IT and consider the
larger picture—that of the entire business process (Smith and Fin-
gar 2003). This is why enterprise business modeling is required for
your organization to succeed—it takes an organization-wide view-
point when modeling the processes, structure, and external envi-
ronment of your business. Your goal is to provide the context that
your IT department supports and works within—fundamentally,
all business software is embedded within business processes, and
a business system isn’t successful unless the business is (Poppend-
ieck and Poppendieck 2003). 

 

TIP Executive Buy-In Is Crucial to Your Success

 

Isn’t it always?

Your enterprise business modeling efforts should explore a
wide range of issues. As a result, your enterprise business model
is actually composed of a collection of smaller artifacts (see Ta-
ble 7-1). The business issues that you should explore include the
following:

 

■

 

Business entity types:

 

 Something of interest to your enter-
prise, such as a person, place, thing, or concept. Business 
entities within a bank would include 

 

Account, Customer, 

 

and

 

 Branch.

 

 Business entity types will typically be captured 
within your enterprise domain model.
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■

 

Business environment:

 

 Your external business environment 
includes your customers, suppliers, partners, and competi-
tors. Note that these are not mutually exclusive groups, for 
you may find yourself competing against some of your cus-
tomers. Your business environment is also defined by the 
rules and regulations (which are defined by government 
legislation and industry governance bodies) that constrain 
your activities. Examples of such legislation within the 
United States include the 

 

Sarbanes-Oxley (Sarbox) Compli-

ance Act 

 

(U.S. Government 2002) and the 

 

Health Insurance 

Portability and Accountability Act (HIPAA)

 

 (U.S. Govern-
ment 2004). Your business environment will affect all 
aspects of your enterprise business model, although it will 
be most explicitly depicted by your enterprise business pro-
cess model.

 

■

 

Business processes:

 

 A collection of coordinated activities, 
either manual or automated, that provides value to one or 
more internal or external clients. Business processes within 
a bank would include generation of account statements and 
fulfillment of retail banking transactions such as deposits 
and withdrawals. Business processes should be described 
within your enterprise business model.

 

■

 

Business rules:

 

 Constraints that influence or guide the 
everyday workings of an organization. Within a bank, a 
potential business rule would be that monthly interest for a 
checking account is calculated by multiplying the interest 
rate by the lowest balance within the account that month. 
This is captured within your enterprise business rules 
specification.

 

■

 

Locations:

 

 An enterprise must know both the physical and 
virtual territories where it does business. For a bank, this 
would include places such as Canada, Germany, the state of 
Alaska, the British Isles, and the Internet. This is depicted 
by your organization model.

 

R
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■

 

Management concerns:

 

 This includes a definition of the 
mission and vision for the organization as well as associ-
ated long-term plans. They are captured within your enter-
prise mission statement and enterprise vision.

 

■

 

Organization structure: 

 

This consists of the organizational 
units (teams, groups, divisions, and so on), the people or 
positions within the organization, the roles that the people 
and organizational units fulfill, and the relationships 
between them all. The organization structure of a bank 
would indicate the various divisions (for example, retail 
banking and corporate banking), the international groups 
within the bank (for example, North America and 
Continental Europe), and the senior executives within each 
division. This is captured within your organization model.

Development of the enterprise business model starts with a broad
view of the entire business. This doesn’t mean that you’ll model
your entire business—for example, you may choose to ignore the
accounting aspects of your organization because it’s stable—but it
does mean that your model will go beyond the scope of a single
project. Your goal should be to capture the fundamentals of your

 

TABLE 7-1

 

Components of an Enterprise Business Model

 

Artifact Description

 

Enterprise business 
rules specification

The definition of the constraints that influence or guide 
the everyday workings of an organization. 

Enterprise business
process model

Captures the fundamental business processes, the exter-
nal entities (customers, suppliers, partners, or competi-
tors), and the major workflows between them.

Enterprise domain model Depicts the main business entities of interest to an orga-
nization and their relationships.

Enterprise mission 
statement

A statement of the strategies to be followed to achieve 
the enterprise vision.

Enterprise vision A statement of the primary goal(s) of an organization.

Organization model A definition of the location, positions, organizational 
units, and their interrelationships within an enterprise.
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business by working with your stakeholders in an all-encompassing
yet shallow model—you don’t need much detail, but you do need
breadth. You need to identify and prioritize areas of importance so
that they can be explored in detail by the business modeling efforts
of individual project teams. Your enterprise business model should
define an accurate, high-level overview of the business and should
contain information that is relatively stable over time. For example,
within a bank, the need to process retail banking transactions has
existed for centuries, yet the way in which this occurs has changed
dramatically over time—the high-level need is stable, whereas the
details are very fluid.

 

TIP Good Enterprise Business Models Are Stable

 

Because the scope is your entire enterprise, the only way an
enterprise business model can be relatively stable is if it does
not go into detail and is technology-independent. These mod-
els still have significant value to development teams because
they should address important high-level issues, such as how
the overall organization functions and what the main business
entities are. Furthermore, because they will be short and ide-
ally well written, they are likely to be read. Nobody is likely to
read a 500 page document, but people may be willing to read
five pages.

Enterprise business modeling is important to the success of
your IT organization for several reasons. First, it helps facilitate a
common understanding of the business that your organization is
engaged in. Although this may seem superfluous to some, for-
mally documenting the business that your organization engages
in will lead to many interesting conversations about how things
should really work and, ultimately, to a shared understanding of
exactly what business you are in and how you execute your work.
Second, it helps identify areas of your business that can be im-
proved either through targeted automation or wide-scale business
process reengineering. Third, it helps identify business areas that
your organization doesn’t yet address or that your organization is
very weak in. Fourth, it provides important information to project
teams that can help them to delimit the scope of their project, in
particular helping them to identify how their effort fits into the
overall business. 
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Enterprise business models are used to depict both “as-is” and
“to-be” views; this is important for strategic planning because
changes in strategic direction can be mapped out and examined
before they are implemented. Senior management, not just IT im-
plementers, can benefit greatly from enterprise business modeling
that is forward-looking. Because they are developing a shared vi-
sion together, it can often be the impetus that gets business and IT
executives working together effectively in organizations where a
divide exists between the two groups.

From a technical point of view, an enterprise business model
can be used to identify common concepts that should be auto-
mated and reused repeatedly in systems. Enterprise architects,
working with reuse engineers, can examine the domain model
within the current and targeted areas of automation to identify po-
tential domain assets, a concept called domain engineering. Im-
plementation of these assets can lead to increased efficiencies in
system development efforts by reducing both development and
maintenance costs (Chapter 10).

 

W

 

ORKFLOW

 

The workflow for the Enterprise Business Modeling discipline is
shown in Figure 7-1. A critical success factor for this discipline is
your relationship with your enterprise stakeholders, which in-
cludes senior IT executives, senior business executives, suppliers,
customers, and domain experts (often senior business analysts).
Agile Modeling (

 

www.agilemodeling.com

 

) promotes a practice
called 

 

Active Stakeholder Participation

 

. Not only should stakehold-
ers be available to make decisions and provide information in a
timely manner, but they also should be actively involved with your
modeling efforts, something that is possible when you work with
inclusive tools and techniques that are easy to learn and work
with. Inclusive tools include paper, whiteboards, and word proces-
sors; inclusive techniques include essential use cases (Constantine
and Lockwood 1999; Ambler 2004) and simplified or reduced ver-
sions of common modeling notations for data modeling or process
modeling.
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FIGURE 7-1 The Enterprise Business Modeling discipline workflow.
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Define Enterprise Strategy 

A critical aspect of enterprise business modeling is to define your
overall business strategy because it guides your business modeling
efforts. The workflow diagram is depicted in Figure 7-2. Work
closely with your enterprise stakeholders to develop the enterprise
business strategy—the strategy must come from and be accepted
by the business; it isn’t an IT-only strategy. 

FIGURE 7-2 Define Enterprise Strategy workflow details.

Enterprise business modelers will work closely with the en-
terprise stakeholders to define the goals, targets, and vision for
your enterprise. Options for doing this include facilitated model-
ing sessions such as joint application development (JAD) meet-
ings (Wood and Silver 1995), less-formal agile modeling sessions,
or separate one-on-one interviews. Your goals and targets are typ-
ically short-term, such as to grow the number of corporate bank-
ing customers (the goal) by 2% this quarter (the target), and are
therefore likely to change on a regular basis. Your vision, such as
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to become the largest retail and corporate bank in North America
as measured by managed assets, is typically longer-term and
therefore less likely to change over time. It’s important to have an
overall vision—if you don’t know where you’re going, you’ll never
get there.

There is more to this effort than simple brainstorming—you
must assess your organization’s capability to fulfill your goals. One
aspect of this capability analysis should be to simply ask the ap-
propriate people what your organization is capable of achieving,
what its core competencies are, and what its overall weaknesses
include. This approach works in an organization that has a culture
of open and honest communication, but it will often result in an
overly optimistic (and grossly inaccurate) assessment when this
isn’t the case. Facilitation by an outsider, usually a consultant,
should be considered when you are unable to assess yourselves ac-
curately. An outsider can lead you through politically sensitive
challenges without fear of political repercussions. 

You will then need to develop strategies to address the gap be-
tween what you can do and your vision for what you want to
achieve. Your strategies, which will change over time, will be cap-
tured within your enterprise mission statement. An enterprise mis-
sion statement defines the ongoing operation activity of your
organization and is the means to achieving your enterprise vision
(Hay 2003). Your enterprise vision and mission statements should
be concise—often a paragraph and a collection of five to eight
points.

For example, consider a company that is a collection of mar-
tial arts studios. The vision might read, “The XYZ Schools will
help their students improve their minds, bodies, and spirits
through training in the martial arts.” The mission statement may
contain the following points:

■ XYZ Schools will offer training in Goju Ryu karate, Kobudo, 
Ju Jitsu, and Taoist Tai Chi.

■ Both adults and children (at least six years of age) will be 
encouraged to train. 

■ Martial arts philosophies and history will be intertwined 
into training classes.

■ Respect for family, self, and country will be encouraged in 
training classes.
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■ XYZ Schools will work with external experts to bring spe-
cialized skills to their students.

■ Camaraderie between students will be encouraged. We 
should be able to have fun while we’re learning. 

Figure 7-2 indicates that you should review your enterprise strat-
egy, but this is only one way to validate the quality of your work.
Reviews compensate for overly serial processes and for a lack of
collaboration during the development of an artifact (Chapter 3). If
you follow a more agile approach, you don’t need to compensate
by holding a review. 

A strategy map (Kaplan and Norton 2004) is a style of flow
chart that is a useful technique for validating your enterprise strat-
egies. Strategy maps model specific processes, competencies, cul-
tural attributes, and technologies, showing how these elements
are connected to satisfying customers and increasing long-term
shareholder value. By creating strategy maps, you approach the
issue from a different angle, providing opportunities to validate
and hopefully improve your enterprise mission statement.

Model Business Processes

The modeling of business processes is one of several modeling ac-
tivities within this discipline, the workflow details of which are
presented in Figure 7-3. Your business process modeling efforts
address the How (Function) column within the Zachman Frame-
work (ZF) (Chapter 3) and should reflect both your enterprise mis-
sion and vision. Your business process model should describe the
following:

■ Your external environment: Before you can effectively 
model a business process, you need to understand the 
environment it exists within. You must identify your cus-
tomers, in particular their needs (some of which are per-
ceived and some of which may be motivated by your sales 
and marketing efforts). You must also identify the suppli-
ers/vendors/partners of services and materials to your 
organization—perhaps you work with courier companies 
as part of your order fulfillment process. An important 
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part of your environment is your competition—your rivals 
will be doing their best to lure your customers away from 
you by offering better value. Your competitors may not 
always be obvious, and who they are will change over 
time. For example, Wal-Mart was seen as a primary com-
petitor of department stores and smaller specialty shops 
for years, yet it was not perceived by grocery stores to be 
much of a threat. Then in the late 1990s, Wal-Mart entered 
the grocery business with its superstores and has put hun-
dreds of grocery stores out of business as a result.

FIGURE 7-3 Model Business Processes workflow details.
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■ Business processes: The business processes of an online 
retailer would include marketing, sales, order fulfillment, 
inventory management, and government reporting. An 
important part of enterprise business process modeling is 
identifying the offerings (services and products) your orga-
nization provides to your customers, what you want to pro-
vide, and what you would like to stop providing. The next 
step is to identify, at least at a high level, how you go about 
(or should go about) doing so. Although the RUP product 
suggests that use case models should be used for business 
process modeling, the fact is that many options are avail-
able to you, as summarized in Table 7-2, and you should 
choose the ones that are best suited for your environment. 
Some models are good for logical process modeling, 
where you focus on what you need to accomplish but 
not how you’ll do it; others are well-suited for physical 
modeling, where you focus on how the processes are 
accomplished. Some models can be used for either. 
Many of these models are described, with examples, at 
www.agilemodeling.com/artifacts/.

■ Critical business rules: As you explore the business pro-
cesses within your organization, you will also identify criti-
cal business rules that you should capture. Your goal should 
be to focus on capturing the fundamental idea, such as the 
rule that a bank will charge a monthly fee for checking 
accounts, but to not go into the details (for example, specify 
what to charge for each type of account but not how to do 
it). Enterprise business rules should stand the test of time—
they should describe business policies that will very likely 
still be in effect years from now.
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TABLE 7-2 Potential Business Process Modeling Artifacts 

Potential Business

Process Models

Description Trade-Offs

Data flow diagram 
(DFD)

A diagram that shows the move-
ment of data between pro-
cesses, entities, and data stores 
(Gane and Sarson 1979). 

Useful for logical and physical 
modeling. DFDs are the main-
stay of traditional project-
level process modeling and 
are often used for enterprise 
modeling activities. DFDs 
are typically supported by tra-
ditional modeling tools, al-
though because this technique 
fell out of favor in the early 
1990s, many IT professionals 
are not familiar with it.

Integrated 
Computer-Aided 
Manufacturing 
Definition 
(IDEF0) 
diagram

IDEF0 is a business process 
model that shows the processes 
and the flows between pro-
cesses. There are syntactic 
rules—inputs enter the left side 
of a process, outputs leave the 
right side, and controls enter 
at the top—that enable the 
creation of sophisticated 
models via a simple notation 
(Hay 2003).

Detailed logical process and/
or workflow modeling. Sup-
ported by high-end business 
process modeling tools, 
although this notation gained 
little acceptance outside  
the American military 
establishment.

Unified Modeling 
Language (UML) 
2.0 Activity 
diagram

An industry-standard diagram 
that shows activities/processes 
and the control flow between 
them (Object Management 
Group 2003). The workflow 
detail diagrams, such as Figure 
7-2, are UML activity diagrams 
with visual stereotypes applied 
to improve their appearance.

Can be used to model high-
level business processes or the 
complex logic within a system. 
Although this is an industry 
standard, the current tool 
support for this diagram is 
questionable at best. 

continues
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Our experience is that effective enterprise process models are
mostly if not completely logical in nature. This is because the fun-
damentals of what your enterprise is trying to accomplish change
slowly over time, whereas the physical aspects of what you do can
change quite rapidly. Furthermore, enterprise models, including
both business and architecture models (Chapter 9), should be very
high-level. Details, although important, are better left to specific
project teams. If you find yourself documenting the specifics of a
business rule or business process, perhaps in something like busi-
ness process execution language (BPEL) or object constraint lan-
guage (OCL) (www.omg.org), you’re definitely going into too
much detail at this level.

Potential Business

Procvess Models

Description Trade-Offs

Use case model A use case model comprises 
zero or more use case diagrams 
(which depict actors and use 
cases) and specifications de-
scribing the actors and use 
cases (Jacobson, Christerson, 
Jonsson, and Overgaard 1992). 
Use case diagrams are one of 
the standard UML 2 diagrams. 

Very good at exploring how 
people interact with your 
organization but not very 
good at depicting true process 
flow.

Value stream map A value stream map lists the 
steps/activities of a business 
process across the top as a 
collection of serial boxes. 
Below the boxes is a simple 
timing diagram depicting two 
actions: the work time it takes 
to accomplish a process step 
and the wait time within and 
between steps (Poppendieck 
and Poppendieck 2003).

Used to analyze the effective-
ness of a business process, 
identifying potential loss 
of value (wait time) to the 
customer of a process. A very 
simple diagram, which can be 
quickly drawn on paper or a 
whiteboard. Very useful when 
you need to compare different 
physical implementations of a 
logical process. This tech-
nique is not well known 
within the IT industry.

TABLE 7-2 Potential Business Process Modeling Artifacts (Continued)
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An emerging standard is the Business Process Modeling No-
tation (BPMN) from the Business Process Management Initiative
(BPMI) (www.bpmi.org). The BPMN specification defines a (po-
tentially) standard graphical notation for expressing business pro-
cesses. Figure 7-4 applies BPMN to depict the business processes
of managing XYZ Schools. Figure 7-4 is a simple model; a good
enterprise business process model should capture the fundamen-
tal processes. The objective of BPMN is to define a notation that is
intuitive to business users yet still sophisticated enough to repre-
sent complex process semantics for the developers. In addition to
the basic process flow and activities depicted in Figure 7-4, it is
also possible with BPMN to depict swimlanes (which indicate
who/what performs activities), data flows, and message sends. At
the time of this writing, BPMN v1.0 had just been released, and
many people within the business modeling community seem to be
accepting it. Our suggestion is that you keep an eye on this
emerging standard but beware of the hype. The important thing is
that IT and business stakeholders work together—the shapes of
the bubbles and lines they draw when doing so aren’t nearly as
important.

FIGURE 7-4 A business process diagram for XYZ Schools.
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TIP Take an Iterative Approach to Modeling

A challenge with enterprise business modeling is that IT profes-
sionals often have a bottom-up view of business modeling, be-
cause they’re modeling within the context of a single project,
whereas businesspeople often have a top-down viewpoint. Both
are important, but when it comes to enterprise modeling, you
need to find a way to work together effectively. This implies that
you need to cycle back and forth between the two viewpoints.

Identify Process Implementation Options

Identifying areas for process automation is a key component of en-
terprise business modeling because it helps put your IT efforts into
the context of the overall organization. IT must be viewed as an
enabler of your business, not an end unto itself. Putting automa-
tion in the context of the business ensures that technology is not
implemented for its own sake. Some processes will be fully auto-
mated, and some will be fully manual, but the vast majority will be
somewhere in between. Our philosophy is that the term “process
automation” can bias people toward IT solutions when manual
ones are not only viable but also better options; therefore, we pre-
fer the term “process implementation.”

Figure 7-5 depicts the workflow details for identifying process
implementation options. New ideas for projects will be identified
during the discussions, and information will then be provided to
the portfolio management planning efforts in the form of a very in-
formal project proposal (which could be something as simple as a
few sentences on a whiteboard). 
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FIGURE 7-5 Identify Process Implementation Options workflow details.

TIP  Capture Technical Requirements

Enterprise-level technical requirements, such as hardware plat-
form strategies or volume estimates, will often be identified and
captured during the discussions of what to automate. This is
critical information for your enterprise architects (Chapter 9). 
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Identifying potential ways to implement a business process is an
art. If it weren’t, every bookstore chain in the world would have
seen the opportunity presented by the Internet and would have
built its own version of Amazon.com. Furthermore, determining
implementation strategies can be very difficult: the goal is to iden-
tify what to automate, what to perform manually (you’ll still want
to find ways to improve your manual processes), and what style of
business process interactions you need between the various sub-
processes. To identify effective implementation strategies, we ad-
vise you to do the following: 

■ Leverage people: People are very good at handling situa-
tions involving inconsistent or incomplete information, sit-
uations where computer systems struggle. Therefore, you 
want to find ways to provide good-enough information 
(even if it’s not perfect) to help people make informed deci-
sions. Don’t try to automate things at which people are well 
suited.

■ Automate repetitive tasks: Computer systems are good at 
processing vast quantities of information and relatively 
straightforward tasks; therefore, automate these things.

■ Focus on financial return: The tasks that you automate 
should have both a positive return on investment (ROI) and 
a relatively short payback period. As a general rule, if it will 
take more than two years to recoup your investment, you 
should consider a different strategy, because your business 
environment likely changes too fast to allow you more than 
two years to benefit from the new system. Spend what is 
required but no more to achieve essential differentiation via 
business processes and the IT systems that support them. 
Estimating, at least roughly, the actual ROI, payback 
period, and other financial statistics is an activity of the 
portfolio management discipline (Chapter 8). However, 
effective business modelers will always consider financial 
implications to ensure that they invest their time wisely. 

Model the Domain

An important part of enterprise business modeling is the creation
of a high-level domain/conceptual model that depicts the main
business entities and their relationships that are of interest to your
organization. This model, which does not need to be very detailed,
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is valuable input into the enterprise data modeling efforts of your
information administration group (Chapter 12) as well as the re-
quirements and business modeling efforts of project teams. In
both cases the enterprise domain model provides a basis from
which to begin more-detailed modeling efforts—the project teams
won’t have to reinvent your domain model each time. In parallel
you will also create an enterprise business glossary, which defines
a common vocabulary within your organization. This enterprise
business glossary is a valuable resource that should be shared with
all your project teams. It doesn’t make sense for individual project
teams to define common business terms such as “customer” over
and over again because this can lead to wrong assumptions and
incorrect data. Instead, teams should reference the commonly ac-
cepted enterprise business glossary and then focus on the termi-
nology that is unique to their effort. This is an example of artifact
reuse (Chapter 10). The workflow details for enterprise domain
modeling are shown in Figure 7-6.

FIGURE 7-6 Model the Domain workflow details.
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You have several options for enterprise domain modeling, as
summarized in Table 7-3. Although several types of models are de-
scribed, the bottom line is that at this level of modeling it really
doesn’t matter which one you choose, as long as it gets the job
done. Your enterprise domain model should be very slim, showing
boxes representing business entities that are connected by lines
that represent relationships. The boxes should be labeled with the
name of the business entity (for example, Customer and Order

within an e-commerce organization), and the lines should have a
label representing the relationship between the entities (for exam-
ple, places) as well as the multiplicity of the relationship to indi-
cate how many of each entity is involved (for example, a customer
places one or more orders). That’s it. Any more detail, such as an
indication of data attributes or operations of an entity, is better left
to the more-detailed modeling efforts described in Chapter 12.
Figure 7-7 depicts a slim domain model for XYZ Schools, which
uses the UML 2 class diagram notation. Because the model is so
simple, which notation you choose doesn’t really matter, as long as
the model’s audience understands it. Furthermore, you can and
should take liberties with the notation to make your diagrams in-
clusive for non-technical stakeholders. Note that it is very com-
mon for diagrams like this to include more than 100 entity types.
Figure 7-7 is smaller because the domain is limited in scope.

TABLE 7-3 Potential Enterprise Domain Modeling Artifacts 

Potential Domain 

Models

Description Trade-Offs

Class 
Responsibility 
Collaborator 
(CRC) cards

CRC cards are standard paper 
index cards that have been di-
vided into three sections: the 
name of the class, a list of re-
sponsibilities (what the class 
knows or does), and the collab-
orators (other classes) it inter-
acts with to fulfill its 
responsibilities (Beck and Cun-
ningham 1989; Ambler 2004).

Because CRC cards are inclu-
sive—they’re simple and use 
simple technology—they are 
very useful as an interim mod-
eling tool to work with enter-
prise stakeholders. However, 
they are not suitable for long-
term documentation, so you 
will need to use a more formal 
approach such as a UML dia-
gram. CRC cards are a primary 
artifact of Extreme Program-
ming (XP) (Beck 2000.)

continues
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FIGURE 7-7 An enterprise domain model for XYZ Schools.

Potential Domain 

Models

Description Trade-Offs

Logical Data 
Model

Depicts data entities, their 
interrelationships, and 
optionally their data 
attributes.

A very common technique for 
domain modeling. Unfortu-
nately, there isn’t a commonly 
accepted single notation for 
data modeling, so some people 
within your IT department may 
not understand the notation. 
Agile Database Techniques 
(Ambler 2003b) includes a 
chart comparing common data 
modeling notations. Good tool 
support is available.

UML 2 Class 
Diagram

Depicts classes, their interrela-
tionships, and optionally their 
operations and data 
attributes.

An industry-standard notation 
that many people within the IT 
industry understand. Good tool 
support is available.

UML 2 
Component
Diagram

Depicts components, their 
interdependences, and the 
interfaces (collections of 
operations) that the compo-
nents implement

An industry-standard notation, 
although not as commonly 
understood as class diagram 
notation. Tool support is spotty 
at best.

TABLE 7-3 Potential Enterprise Domain Modeling Artifacts (Continued)

Student

Payment
1..*1 makes

PaymentType
describes

0..* 1

Belt

Examples:
     White, Purple, ...

1..*
Grading

MembershipHold

BeltAttempt

1 1..*

1

0..*1

0..*

currently
holds

0..*

Item

Order
BackOrder

Supplier

OrderItem

1

1..*

0..*1

1..*

1

supplies

1

0..*
Person

places

0..* 1

is on

is a

SpecialEvent
0..* 1..*competes in

Award

0..*

Trophy Ribbon

1
1..*

Family

1..*

0..1

Style

0..*
{ordered}

School

offers 1..*
1..*

1..*

1

trains
atInstructor

teaches
at 1..*

1..*
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Model the Organization

Your organizational structure is what enables you to implement
your business processes, and the two must be aligned if your orga-
nization is to succeed. Most people think of organization modeling
as the creation of an organization chart, which depicts the report-
ing structure of your senior executives. That’s important informa-
tion, but it’s just a start. A true organization model describes your
organizational units (teams, groups, divisions, and so on), the pri-
mary positions, the senior people, the roles and responsibilities
that the people and organizational units fulfill, and the relation-
ships (potentially including both reporting and flow of control) be-
tween them all. The workflow diagram for organization modeling
is depicted in Figure 7-8. 

FIGURE 7-8 Model the Organization workflow details.
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Your enterprise business process model identifies what your
organization wants to achieve. This is valuable information when
you’re modeling the structures that will help you do so. The fol-
lowing list includes our advice for each aspect of the model:

■ People/position reporting structures: You don’t need to 
model each and every position and person within your 
organization; however, you do need to identify the funda-
mental roles and reporting structures. Keep your models 
simple and concise; you probably need a lot less documen-
tation than you think. 

■ Location modeling: You need to identify the territories in 
which you’re doing business because the regulations and 
customs within those territories will constrain the way in 
which you do so. Note that territories may be physical, such 
as the Canadian Maritime Provinces, or they may be vir-
tual, such as the Internet. You will also need to know where 
all your main offices or manufacturing plants are, but in the 
case of organizations with many stores (for example, Star-
bucks locations) or branches (for example, HSBC bank 
branches), an estimated count by territory is likely suffi-
cient. Model to the level of detail that is appropriate to your 
audience, and no more. 

■ Organization units: Organization units may cross-cut both 
your reporting structures and location structure. For exam-
ple, a business development team may be made up of peo-
ple from around the world, each reporting to a different 
director. This aspect of your model may simply be a list of 
major teams within your organization, a brief description 
of the team’s charter, and an indication of who is sponsor-
ing and/or leading the team. This information will help pro-
vide insight into the tactical working infrastructure of your 
organization.

■ Organizational relationships: Model the high-level relation-
ships between your organizational units. Limit your models 
to the relationships that define your overall business goals. 
For example, in your organization, your Marketing unit 
may be chartered to identify new product opportunities that 
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the IT or Development unit will produce. Approval of that 
product development would result in a notification to the 
Sales unit and the Operations and Support unit so that they 
can begin preparing for the eventual delivery and support 
of the product. We recommend that you not model low-
level, tactical relationships between these organizations; for 
example, do not include the acceptance criteria that Quality 
Assurance presents to IT for all products submitted to sys-
tem and acceptance testing.

Figure 7-9 depicts an organization model for XYZ Schools. The di-
agram is simple—the company is small, after all—but it captures
critical concepts. Various roles exist—external experts who teach
additional seminars to students, senseis (senior martial arts in-
structors) who run their own schools, and a pool of instructors
who teach classes at one or more dojos (martial arts schools)—
and various relationships exist between them. Remember that one
person can fill more than one role.

FIGURE 7-9 An organization model for XYZ Schools.
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Support Project Teams

It isn’t sufficient to simply create enterprise business models and
give them to your project teams because they probably will simply
ignore the models. We’ve worked on development projects in sev-
eral organizations where we discovered that many times an enter-
prise business model is available but the teams never think to take
advantage of it, if they even know it exists. Successful enterprise
business modelers communicate their work to development teams
and are willing to support the teams in taking advantage of the en-
terprise business models.

Figure 7-10 depicts how enterprise business modelers will
support project teams. It is quite common for them to mentor or
train business analysts in process modeling skills and all develop-
ers in general analysis and modeling skills (Chapter 3). It is also
common for enterprise business modelers to take an active part on
development teams, often in the role of business analyst. They will
also develop and maintain appropriate modeling guidelines and
standards (guidance) for enterprise business modeling. This guid-
ance is often something as simple as the selection of standard
modeling notation, such as BPMN or UML 2, as well as guidelines
for effective models (visit www.agilemodeling.com/style/ for
a collection of suggested modeling guidelines). Your enterprise
stakeholders should be part of the review process for your model-
ing guidance because they are an important part of the audience
for your enterprise business models. In addition, you need to en-
sure that your guidance describes how to develop models that
stakeholders will understand so that they can be actively involved
in modeling.
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FIGURE 7-10 Support Project Teams workflow details.

CASE STUDY

Several years ago, two of the authors were involved with a very
large software development program—over 300 people working
on a portfolio of related software projects. This program had been
in progress for several years by the time we became involved;
however, the team hadn’t yet delivered anything of substance, and
everyone was getting worried. We were asked to provide mentor-
ing to the team responsible for coordinating the overall technical
effort. We were involved with three aspects: overall software pro-
cess improvement (SPI) to help them to become effective with ob-
ject technology, enterprise business modeling, and enterprise
architecture (Chapter 9). All three of these efforts needed to be in
sync with each other and needed to evolve in parallel; otherwise it
was feared that the development effort would become even more
chaotic.

Enterprise
Business Modeler

Mentor Staff

In Enterprise
Business

Modeling

Train Staff
In Enterprise

Business
Modeling

Develop and Support

Guidance

Technical

Reviewer

Review Modeling
Guidance

Review

Record

Industry

Guidance

Modeling

Guidance
Enterprise

Stakeholder

Enterprise

Business Model

Enterprise Business
Process Model

Enterprise
Domain Model

Organization model
Enterprise Business

Glossary

Enterprise Business

Rules Specification

Environment

Process
Engineer

Prepare

Guidelines for the

Project

Business Modeling

Identify Business
Processes

Business
Process Analyst

Capture a
common
business

vocabulary

Business Modeling

Business
Designer

Find Business

Workers and

Entities

Requirements

Capture a
common

vocabulary
System
Analyst

Project Management

Define Project
Organization and

Staffing
Project

Manager

Ambler_07a.fm  Page 140  Tuesday, January 25, 2005  4:52 PM



CASE STUDY                   141

The enterprise process modeling effort focused on the devel-
opment of a high-level use case model, which depicted 10 main
actors and 25 use cases. The actors were each described with a
short paragraph and the use cases with a one- or two-page formal
use case specification. The model needed to be reviewed by an
outside agency, and the team felt we needed to ensure that the use
cases were well written (point-form descriptions wouldn’t be suf-
ficient in this case). The team had originally developed a detailed
IDEF0 process model, which had been previously reviewed and
accepted, but we discovered that the project teams weren’t using
it in practice, even though it was available to them (it was even
posted on the wall). This was more a reflection of the prejudices
of the developers; their perception was that if something wasn’t
object-oriented, it wasn’t any good. 

The organization model focused on the three different types of
sites on which the systems were to be deployed—small sites with
fewer than 10 users, large sites with more than 10 users, and dis-
connected users who may not have network access for days or
even weeks at a time. The reporting structure was well known, rel-
atively rigid, and well documented already.

The high-level domain model was captured as a UML compo-
nent diagram, which reflected our desire to take a domain engi-
neering approach to the enterprise architecture (Chapter 9). Each
domain component was then described with a UML class diagram
showing the main business entities within the component and the
relationships between them. In all, about 150 entity types cap-
tured were within the model. Similar to the process model, the
team had originally developed a detailed enterprise data model, a
model that was openly derided by the object developers (although
it was actually pretty good). The bottom line is that it doesn’t mat-
ter how good your models are if their audience isn’t interested in
them.

The enterprise business models were initially developed on a
part-time basis, two to three hours a day over a period of six weeks
by a team of 10 people (not everyone was involved at all points,
however). The team included some of the original enterprise data
and process modelers, several business stakeholders, a couple of
technical project leads, and a mentor skilled in the new modeling
techniques. The models were then updated over time as we discov-
ered that we had either missed or misunderstood a few concepts.
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The enterprise architecture team, which included several of the
enterprise business modelers, used our models to formulate the
enterprise architecture. The project management office (PMO)—
which was responsible for portfolio management (Chapter 8)—
used the models to help them define and prioritize the projects
within the program. Individual development teams used the mod-
els as the starting point for their requirements and business mod-
eling efforts, providing feedback, which we used to update our
models.

To communicate and support our models, we were actively in-
volved with both the enterprise architecture and project develop-
ment teams. The models were made available within a shared
documentation repository, and the diagrams were printed and
tacked to the walls of well-traveled hallways. When we did this, we
announced via e-mail to everyone on the project that the models
were available and whom to contact if they needed help or wanted
to provide any additional input. Our open approach was well re-
ceived by our coworkers and helped us help them do their jobs.

ANTI-PATTERNS

Over the years we’ve seen the enterprise business modeling efforts
of several organizations run into trouble because they inadvert-
ently adopted one or more of the following anti-patterns:

■ Modeling for Modeling’s Sake: Too many enterprise model-
ing efforts are started because a modeler thought it would 
be a good idea to develop the model. The modeler was 
probably right—it is a good idea to have an enterprise busi-
ness model, but if the intended audience doesn’t recognize 
the need for the model, it will be ignored. The solution is to 
first garner support for enterprise business modeling and 
then model only enough to add immediate and obvious 
value to your IT organization.

■ Detailed Enterprise Model: A common misconception is 
that people need a lot of details in enterprise models. The 
reality is that what is typically needed is a solid overview 
and vision of what is required. People rarely read the 
details, often because they’re not interested in them or 
because they don’t trust them to be accurate. The solution is 
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to model with a purpose, to know the audience for your 
model(s), and to model just enough. Better yet, work with 
your audience to develop the models. They’re the best 
judges of what they need, not you.

■ Yesterday’s Enterprise Model: Many organizations make 
the mistake of developing an enterprise business model and 
then declaring it finished. Businesses constantly change, 
which means that your “finished model” becomes out of 
date, resulting either in its being ignored or, worse yet, used 
to make strategic business decisions because it is believed 
to be accurate. The solution is to update your models on a 
regular basis as the business changes. 

■ Tomorrow Suffers from Today: While attempting to 
improve business processes, it is a common mistake to 
describe how things are currently done without exploring 
how things could be done. The solution is simple: explore 
new possibilities while keeping today’s realities in mind.

■ Ungrounded Future: Ignoring the current approach can be 
damaging as well because we don’t exist in a Utopian 
world. Like it or not, we are constrained by organizational 
culture, human imperfections, and resource restrictions. 
The solution is to understand the current situation before 
attempting to improve it. Although the current processes 
may not be optimal, there are probably reasons why things 
are done the way they are. Understanding those reasons 
will help you formulate realistic processes.

■ Real-World Disconnect: Modeling the entire business model 
for the enterprise can be a daunting task. The modeler may 
do things differently than other people or may completely 
misunderstand what is actually happening. The solution is 
to involve the people who actually execute the business pro-
cesses and get their perspective on the modeling process.
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TIMING

Enterprise business modeling efforts will slowly increase in paral-
lel with your enterprise architecture modeling efforts because the
architects need to base their work on the needs of the enterprise.
When the enterprise architecture stabilizes, efforts will diminish.
From that point on, you should update your models as project
teams discover deficiencies in them. This often happens because
your models don’t reflect recent changes within your environment,
such as the adoption of new technologies or the introduction of
new offerings by your competitors. 

On project teams, enterprise business modelers will be in-
volved in the latter part of Inception and throughout Elaboration
as they assist, review, and mentor the modeling efforts. 

TOOLS

Enterprise business modelers have several categories of tools to
assist them in their efforts:

■ Whiteboards: An enterprise business modeler’s most valu-
able day-to-day tool is a whiteboard. With a whiteboard, 
you can sketch ideas with others, invite them to review 
these ideas, and then quickly and easily modify them. With 
a digital camera, it’s easy to snap a picture of a whiteboard 
sketch and send it to coworkers. 

■ Modeling tools: Software-based modeling tools like System 
Architect from Popkin (www.popkin.com) and Enterprise 
Modeller (www.enterprisemodeller.com) are excellent 
business process modeling tools.

■ Diagramming tools: Tools such as Microsoft Visio 
(www.microsoft.com), Tablet UML 
(www.tabletuml.com), and CorelDraw (www.corel.com) 
let you draw diagrams freehand and present them in a fash-
ion that makes the most sense to their audience.

■ Business activity monitoring (BAM) software: BAM soft-
ware monitors transactions between various systems within 
your organization, providing insight into the amount of 
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business processing that is currently going on. Examples 
of such tools include webMethods Optimize 
(www.webmethods.com), which is an add-on to web-
Methods enterprise application integration (EAI) software, 
and Halo (www.ispheres.com), which works with a wide 
range of transaction-based products.

RELATION TO OTHER DISCIPLINES

As you’ve seen throughout this chapter, the enterprise modeling
discipline affects many of the other EUP disciplines:

■ Business modeling: The enterprise business process model, 
enterprise business rule specification, and enterprise busi-
ness glossary are important input for identifying business 
processes that are applicable to the development project. 
Similarly, the enterprise domain model and organization 
model can be leveraged to help identify applicable business 
workers and entities. 

■ Requirements: Capturing a common vocabulary is an 
important part of this discipline, and the enterprise busi-
ness glossary should be the starting point for this effort.

■ Project management: The organization model should be 
used by project managers to guide their own organization 
and staffing efforts. 

■ Environment: Process engineers should adopt the existing 
business modeling guidance, where applicable, for the vari-
ous project teams. 

■ Portfolio management: Your enterprise business modeling 
efforts will help identify potential new projects, and pro-
jects that are accepted should be prioritized so that they 
reflect both your enterprise mission and vision.

■ Enterprise architecture: Your enterprise architecture must 
reflect your enterprise business process models; in partic-
ular, the enterprise technical requirements you identify 
are used as input for assessing business automation 
objectives.
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■ Strategic reuse: Part of evaluating potential assets as to 
their reusability should be a check against the enterprise 
business process model to verify that upcoming projects 
may need the asset.

■ People management: Your organization model is an input 
into your staff forecasting, position definition, and long-
term succession planning efforts. 

■ Enterprise administration: Your enterprise data model, if 
any, should cover the details missing from your enterprise 
domain model and should reflect the policies defined within 
your enterprise business rule specification. 

It is important to recognize that your enterprise business models
will be used both within your IT department and within the busi-
ness areas. For example, the people in charge of business develop-
ment will want to use the models to help explore a particular
business area or to assist in their strategic planning for your enter-
prise as a whole.

SUMMARY

Your enterprise business model describes your enterprise and its
environment, including your enterprise mission and vision, criti-
cal business processes, your main business entities and the rela-
tionships between them, your organization structure, and the
locations at which you do business. Your enterprise business mod-
els should be concise, providing a high-level overview of your en-
terprise without getting into a lot of unnecessary (and usually
unwanted) detail. Enterprise business modeling provides the foun-
dation for much of your other enterprise management efforts, in-
cluding enterprise architecture (Chapter 9), portfolio management
(Chapter 8), and enterprise administration (Chapter 12). A solid
understanding of your enterprise is a success factor for system de-
velopment efforts, making your enterprise business models a valu-
able resource for project teams.
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Suggested Reading

We’ve found the following books to be valuable business modeling
resources:

Business Process Modeling, Simulation, and Design (Laguna and
Marklund 2004). This textbook covers the fundamental skills re-
quired to be a successful business modeler.

Enterprise Modeling with UML (Marshall 2000). This book de-
scribes how to use the diagrams of the UML to model an enter-
prise and is arguably the book on this topic. 

Does IT Matter? (Carr 2004). In the May 2003 issue of Harvard

Business Review, Nicolas Carr published an article questioning
whether investment in information technology truly provides com-
petitive advantage. He expanded this article into the book Does IT

Matter? This book highlights the need to truly understand your
business when implementing new technologies and is a must-read
for any enterprise modeler. 

Requirements Analysis (Hay 2003). This book provides a very good
description of how to model within an organization that has
adopted the Zachman Framework.

The Object Primer, 3rd Edition (Ambler 2004). This book summa-
rizes 35 modeling techniques, including most of the techniques
suggested in this chapter. 
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