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Business Design Concepts for Digital Transformation

Å Abstract

ï Enterprise Architecture / systems engineering is business-driven,  yet business 
analysis and architecture has difficulty, articulating the delivery and sustainment of 
innovation and competitive advantage. 

ï Business design, originating from business schools, offers a refreshing "new" way of 
formulating the business architecture to address innovation while maintaining 
current operations. 

ï The presentation will highlight the concepts of "wicked problems", reliability and 
validity thinking (essential for stakeholder management) and abductivereasoning. 

ï Business design has articulated a way of making EA relevant to the various 
stakeholders and the presenter gives several case studies where business design 
would have been very useful.

Å Key takeaways:

ï Formulating innovation based on a deep understanding of the Business and its 
operating model

ï How to define the future while incrementally transforming the present

ï Using Business Design to understand and manage stakeholder
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Background

ÅEnterprise Architecture is Business Driven

ÅBusiness Architecture is crucial to getting it 
right

ÅEA is normally in the CIO organization

ÅBusiness architecture and analysis is:
ïThrough the CIO lens

ïFocused on individual systems

ïBased on Systems Engineering

ÅBusiness Arch often poor and subsequently EA 
is not fit for purpose.



Why Concern Ourselves With 
Business Design ?

ÅFirst EA has little traction in business
ïMainly in CIO ranks

ÅRoger Martin
ïFormer Dean of the RotmanSchool of Management 

(University of Toronto)

ïwŀƴƪŜŘ ƴǳƳōŜǊ о ƻƴ ǘƘŜ ¢ƘƛƴƪŜǊǎрл [ƛǎǘ ƻŦ ǘƘŜ ǿƻǊƭŘΩǎ 
most influential management thinkers

ÅBusiness Design is a refreshing, business 
conceived and business led way of essentially 
doing enterprise business architecture



Enterprise Architecture is About Business Transformation

Baseline
Architecture

Target 
Architecture

Implementation 
and Migration 

Plan

What are the three Main EA 
Deliverables ?

Successfullygetting to a 
Future State is the essence 
of Business Transformation 
and Enterprise Architecture 



MUST HAVE A PLAN TO GET TO THE VISION



Challenge ςPeopleDo Not Act 
Rationally

ÅEA analysis often treats human and computer 
actors the same way

ïThey are not !!!

ÅBusiness Design is a way of conducting Business and 
Enterprise Architecture that is more flexible
ÅFocus is on Innovation and Creativity
Å!ŘŘǊŜǎǎŜǎ ǘƘƻǎŜ άƴƻƴ-ŦǳƴŎǘƛƻƴŀƭέ ǊŜǉǳƛǊŜƳŜƴǘǎ ƪŜȅ 
for success

ÅEA is based on system engineering 
concepts
Å9ǊƎƻ [ƻƎƛŎŀƭ ґ LƳǇƭŜƳŜƴǘŀōƭŜ



How do We Reason

ÅDeclarative 

ïDeductive

ïInductive

ïNormally used  in EA

ÅGenerative

ïAbductive



Deductive Reasoning

ÅNormally Used in Business analysis
ÅBased upon a Pre-existing Model
Å¢ƘŜ [ƻƎƛŎ ƻŦ ά²Ƙŀǘ {ƘƻǳƭŘ .Ŝέ ƛƴ 

terms of True and False
ÅCapture Rules of the enterprise 

and core relationships
ÅLinks them together in decision 

trees and algorithms
ïIF the Sky is Blue AND there are no 

Clouds THEN it is Sunny
ïIF it is Sunny THEN it is Golf Time



Inductive Reasoning

ÅNot new
ÅReasoning on examining facts and extracting 

business rules
ÅDeals with extrapolation, best fit existing data
ïDiscards outliers

ÅBasis for Data Mining and Exploitation of Big 
Data

ÅEssentially uses correlation
ïWhen Users buy Cheese they Buy Wine
ïErgo 
ÅPlace the Wine close to the Cheese section
ÅSend Cheese purchasers Wine Vouchers

http://en.wikipedia.org/wiki/File:Radar_antenna.jpg


AbductiveReasoning1

ÅThis is new to most folks

ÅLƴǾŜƴǘŜŘ ōȅ άtŜƛǊŎŜέ

ÅάLƴǾŜƴǘƛǾŜ ŎƻƴǎǘǊǳŎǘƛƻƴ ƻŦ 
ǘƘŜƻǊƛŜǎέ

ÅTries to deal with how entirely 
new models came into being

ÅInquires what could be

Å5Ŝŀƭǎ ǿƛǘƘ άƻǳǘƭƛŜǊǎέ
мΦ  wƻƎŜǊ aŀǊǘƛƴ ά¢ƘŜ hǇǇƻǎŀōƭŜ aƛƴŘΥ ²ƛƴƴƛƴƎ ¢ƘǊƻǳƎƘ LƴǘŜƎǊŀǘƛǾŜ ¢ƘƛƴƪƛƴƎέ IŀǊǾŀǊŘ .ǳǎƛƴŜǎǎ tǊŜǎǎϭнллф L{.b фту-1-4221-3977-6



Characteristics of Exploration and 
Exploitation

Organizational Focus The Invention of Business The Administration of Business

Over-riding Goal Dynamically Moving from the 
current knowledge stage to the 
next

Systematically honing and 
refining within the current 
knowledge state

Driving Forces Intuition, Feeling, hypotheses 
about the future, originality

Analysis, reasoning, data from 
the past, mastery

Future Orientation Long-Term Short-Term

Progress Uneven, scattered, 
characterized by false starts  
and significant leaps forward

Accomplished by measured, 
careful incremental steps

Risk and Reward High Risk, uncertain but 
potentially high reward

Minimal Risk, predictable but 
smaller rewards

Challenge Failure to consolidate and 
exploit returns

Exhaustion and Obsolescence

Exploration Exploitation



Knowledge Funnel 
ά¢ƘŜ 5ŜǎƛƎƴ ƻŦ .ǳǎƛƴŜǎǎέ wƻƎŜǊ aŀǊǘƛƴ ϭнллф IŀǊǾŀǊŘ 

Business Press

Mystery

Heuristics
(Rules of Thumb)

Algorithm

ÅMessy, Aggressive, Confounding
ÅDifficult to set the problem
ÅNo model available to solve
ÅRequires design thinking
Åe.g. MacDonaldsstart, Walmart

ÅMonopoly of knowledge worker
ÅOften will not share

ÅCandidate for automation



¢ƘŜ άwŜƭƛŀōƛƭƛǘȅ aƛƴŘǎŜǘέ

ÅConsistent and 
Predictable

ÅAlgorithmic

ÅPersistence of the past

ÅEliminate bias
ïEverything data-based

ÅHoned Analytical Skills
ÅManagerial skills are built and rewarded
ÅSix Sigma and ITIL are reliability based



¢ƘŜ ά±ŀƭƛŘƛǘȅέ aƛƴŘǎŜǘ

ÅProduce Outcomes meet 
a certain objective 

ÅGenerally Heuristic

ÅBreak with the past

ÅUnderstand risk and bias
ïLittle supporting data

ÅHoned Intuitive Skills

Å!ŎŎŜǇǘ wƛǎƪ ŜǎǇŜŎƛŀƭƭȅ άIŜŀŘ ƛƴ ¢ƘŜ /ƭƻǳŘǎέ



Integrative Thinking
ά¢ƘŜ 5ŜǎƛƎƴ ƻŦ .ǳǎƛƴŜǎǎέ wƻƎŜǊ aŀǊǘƛƴ ϭнллф IŀǊǾŀǊŘ .ǳǎƛƴŜǎǎ tǊŜǎǎ

ÅThe metaskillof being able 
to face or two (or more) 
opposing ideas or models
ÅInstead of choosing one 

versus the other
ÅGenerate a creative 

resolution of the tension in 
the form of a better model
ÅWhich contains elements 

of each model
ÅBut which is superior to 

each (all)  



Integrative Versus Conventional Thinking
όά¢ƘŜ hǇǇƻǎŀōƭŜ aƛƴŘΥ κǿƛƴƴƛƴƎ ¢ƘǊƻǳƎƘ LƴǘŜƎǊŀǘƛǾŜ ¢ƘƛƴƪƛƴƎ έwƻƎŜǊ IŀǊǊƛǎ ςRotmanSchool of 

Business (UofT) ©2009
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Salience

Causality

Architecture

Resolution

Integrative
Thinking

Conventional 
Thinking

More features of 
the problem 

considered salient

Multidirectional 
and nonlinear 

causality 
considered

Whole Visualized 
while working on 
individual parts

Search for 
Creative 

Resolution of 
Tensions

Ready Acceptance of 
Unattractive Trade-Offs

Sequential/independent 
consideration of piece-

parts

Simplified Consideration 
of Causality

Limited 
Consideration of 

Features



Conventional Thinking

ÅDominant Dogma

ÅRefining the existing model

ÅDriving through efficiencies

ÅSystem approach where focus is on each piece 
rather than the whole



Challenging the Visionary
Evolution of Dominant Logic

Slide 20

Behaviours,
Skills, 

Analytical Tools
Reflect

Business
Model

Business
Model

Embedded
In

Organization

Systems, 
Business
Processes

ICT Capabilities
Reflect

Business
Model

Inability to see
new opportunities
and act upon them;
Inability to build 

new business
models

Development of a
New Business

Model

Success
Crystallizes

Business Model

CǊƻƳ ά¢ƘŜ bŜǿ !ƎŜ ƻŦ LƴƴƻǾŀǘƛƻƴέ Prahalandand Krishnan,  Ross School of Business U of Michigan ©2008

Recipes Become Dogma:
Dominant Logic

Dominant Logic
Becomes the lens

Through which new
Data is interpreted.



Slide 21

When Dominant Dogma has 
Produced This

http://images.google.ca/imgres?imgurl=http://if.modalt.net/lce/images/TourBabel.jpg&imgrefurl=http://if.modalt.net/lce/index.php&h=324&w=360&sz=76&hl=en&start=136&tbnid=OyCveUHtWuCMVM:&tbnh=109&tbnw=121&prev=/images?q=common+Language&start=120&ndsp=20&svnum=10&hl=en&lr=&safe=active&sa=N


Tyranny of The Immediate: 
Trumping New Opportunities



The Three Gears of Business Design
ά5ŜǎƛƎƴ ²ƻǊƪǎέ IŜŀǘƘŜǊ CǊŀǎŜǊ ϭнлмн ¦ƴƛǾŜǊǎƛǘȅ ƻŦ ¢ƻǊƻƴǘƻ tǊŜǎǎ όRotman-UTP Publishing)

Slide23

Gear 2
Concept 

Visualization

Gear 3
Strategic Business 

Design

Gear 1
Empathy and 
Deep Human 

Understanding


