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About Itana (Itana.org)



Engage with Itana

Bi-Weekly Calls

Annual Face2Face 

Working Groups/Book Club
API - Ashish Pandit

EA Maturity Model - Louis King

Business Architecture - Dana Miller

Book Club - JJ DuChateau

Spring Face2Face Working Meeting





“I” Time 
1, 2, 4, all
Shout-Out



Reflection:  Important to learning

+ Δ ! ?



Time Section Who/Links

08:00 - 08:15 AM Intro Kick Off - Ice Breaker Jim

8:15 - 8:30 AM EA in Higher Education - the opportunities going 
forward

Jim

08:30 - 09:15 EA Maturity Model Attributes - how to think about them Louis

09:15 - 09:30 Applying the EAMM at UW - Lessons Learned Jim

09:30-09:45 BREAK
9:45 - 10:30 Table Work - Apply the EAMM to your current state Louis

10:30 - 11:00 Report Out - Maturity Ratings and how you got there Chris

11:00-11:30 Maturity Milestone Discussion Chris

11:30 am-12:30 PM LUNCH



Time Section Who/Links
12:30-01:00 Future State - What would you like to mature & why Louis

1:00-1:20 Maturity Over Time - the U Mich story Chris

1:20 - 2:00 Shift and Share - Case Study Chris

2:00 - 2:15 BREAK
2:30 - 3:00 Report out - ideas for maturing / Recap of day Chris

3:00 - 3:40 What are you going to do when you go home? Chris

3:40 - 4:00 Itana Resources, Member Contributions, Wrap-Up  
+, Δ, !, ?

Chris



Learning Outcomes:

Recall that there is an Itana EA Maturity 
Model (EAMM)

Explain how the EAMM is applied

Interpret the maturity assessments of 
different institutions

Compare different maturity levels at 
different institutions

Create your own Maturity Assessment

Design a plan to grow your maturity at your 
institution



Icebreaker

1. Count off:  1, 2, 3, 4, 1, 2, 3, 4, 1, 2…

2. Line Up:  1s & 2s across from 3s & 4s

3. Meet: 1s go find someone across from you

4. Inquire: Learn something about each other M
ee

t a
nd

 In
qu

ire



What is EA in Higher Education
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What do you think defines the practice of 
Enterprise Architecture in Higher Education?
Context: your institution or more broadly

Do you think this is changing?
What new opportunities are there?
5 Minutes



Enterprise Architecture
Maturity Model for Higher 
Education (EAMM-edu)

Louis King, Piet Niederhausen, J. J. DuChateau
EA Maturity Model Working Group Leaders



Shout Out to the Working Group
> Working Group Members

―
―
―
―
―
―
―
―
―
―
―
―
―
―
―



Introducing the EAMM-edu
EAMM-edu on the Itana Wiki

> The Itana Enterprise Architecture Maturity Model for Higher Education 
(EAMM) is a guide to understanding, assessing, and maturing EA 
practices specifically in higher education institutions.

> It is for practitioners who wish to assess and grow their EA practices 
within a structured framework.

> Also used to facilitate EA conversations with leaders who are considering 
initiating or expanding EA practices.

https://spaces.at.internet2.edu/display/itana/EA+Maturity+Model+Home


Scope Agnostic

The focus of this maturity model is not to prescribe what the scope of an EA practice 
should be. We believe it is for leadership in each institution to define why an EA practice is 
needed, set expectations for it, and create the conditions for its success.”



Leading Scenarios

1. Leaders in central IT have heard about Enterprise Architecture as a 
discipline and are interested in establishing an EA practice

2. Project managers in central IT would like help from EA in improving 
solution architectures delivered by their projects, to make their projects 
more technically sustainable.

3. The CIO would like the EA practice to help central IT become more 
aligned with strategic business outcomes, making the IT spend more 
effective for the institution and increasing transparency and trust.



Start by Defining Your EA Practice Scope

Yale University EA Scope

1. Application, data, and 
technology architecture of 
enterprise services

2. Architectural governance of 
solution architecture in ITS

3. Digital transformation in a few 
functional areas of the 
University.

Yale University EA Practice Profile

https://spaces.at.internet2.edu/display/itana/Yale+University+EA+Practice+Profile


Documenting Scope - Strategy-on-a-Page

Documenting scope makes it possible to:
> Further clarify scope with stakeholders

> Widely communicate the mission of the 
EA practice

> Gain feedback and buy-in

A good way to record scope is in the form of a 
Strategy-On-A-Page for the EA practice. A 
simple one-pager helps your own team and 
others understand why the EA practice exists, 
what is driving its work, and the outcomes it is 
working toward.

Here is a simple “strategy on a page” template:

Strategy statement: To enable ___ to ___, we provide ___.

Vision: What is the future you envision as the result of your strategy?

Drivers

What major factors in 
the environment 
drive and focus our 
work?

Initiatives

What are you doing 
in response to your 
drivers to reach 
desired outcomes?

Outcomes

What will be different 
as a result of your 
strategy? What 
business value will 
result?



Example: Strategy on a Page

The sample strategy on a page at right summarizes 
scope for an imaginary EA practice:

> What: This practice is focused on IT 
infrastructure and services (see green highlights 
at right)

> Where: This practice is going to deliver 
outcomes in central IT and with central 
administration (see orange highlights at right)

> How: This practice is going to do certain work 
such as systems analysis and business capability 
mapping (see purple highlights at right)

Having determined this scope, the EA practice can now 
review its ability to, for example, engage with 
stakeholders in the identified organizations, or create 
the stated deliverables.

Strategy statement: To enable the university to make best use of its 
IT spend, we work to rationalize IT infrastructure and align IT services 
with business needs.

Vision: Sustainable, highly optimized IT infrastructure supports IT 
services that directly enable the university’s strategy.

Drivers Initiatives Outcomes

IT budget cuts drive 
need to reduce costs 
by eliminating 
redundant platforms.

Work with service 
teams in central IT to 
analyze platforms 
and roadmap EOL 
for redundant 
platforms

Central IT 
applications 
consolidated from X 
to Y platforms, 
resulting in Z cost 
savings.

IT governance needs 
better ways to 
understand IT 
services for 
investment 
decision-making.

Work with business 
units in central 
administration to 
define business 
capabilities

All applicable IT 
services mapped to 
administrative 
business capabilities, 
enabling those units 
to participate better 
in IT governance.



What is your scope?
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Define the scope of Enterprise/Business/Technical 
Architecture at your Higher Education.

You have two different ways you can do this:
> Scope statement or
> Drivers, Initiatives, & Outcomes

7 Minutes



The maturity model is organized into Maturity Levels and Maturity Attributes (illustrated at right).

Maturity Model Structure

1 2 3 4 5

A

B

C

D

E

Maturity 
Attributes

Maturity 
Levels

22



Milestones and Activities
Each cell in the maturity 
model contains a 
Milestone representing 
the state of the EA 
practice in a Maturity 
Attribute at each Maturity 
Level.

In addition, the maturity 
model suggests Activities 
that an EA practice 
could/should be carrying 
out to achieve the 
Milestone.

Milestone:

Activities:

Guidance for practitioners

23



Contents of the Maturity Model Draft

Executive 
Summary

Introduction to 
Maturity Levels

Introduction to 
Maturity 
Attributes

Attribute A: 
Scope Definition

Maturity Model 
on a Page

Attribute B: 
Engagement

Attribute C: 
Impact 
Assessment

Attribute D: 
Delivery

Attribute E: 
Management

Discussion of Maturity Attributes and Activities:

EAMM-edu on the Itana Wiki

https://spaces.at.internet2.edu/display/itana/EA+Maturity+Model+Home


Maturity Levels



Maturity Over Time

Current 
maturity

Target 
maturity

Leading 
attribute

An EA practice can be at different 
levels of current maturity in different 
attributes, and can set its target 
maturity in each attribute differently.

It can be useful for an EA practice to 
identify a “leading attribute” in 
which it is most mature, which is a 
strength it can leverage to increase 
maturity in other attributes.

26



Maturity Attributes

A. The Scope Definition attribute describes how the scope of the EA 
practice is defined and evolved.

B. The Engagement attribute describes how the EA practice 
engages stakeholders based on its Scope.

C. The Impact Assessment attribute describes how the EA practice 
measures its performance within its Scope.

D. The Delivery attribute describes the means by which the EA 
practice delivers value.

E. The Management attribute describes how the EA practice 
manages itself.



Maturity Model on a Page 28



Maturity Model Document

The EAMM-edu Documentation:
> EAMM-edu on the Itana Wiki

You are welcome to add comments to the document or 
send email to:
> Itana-EAMM-edu-WG@umich.edu

29

https://spaces.at.internet2.edu/display/itana/EA+Maturity+Model+Home
mailto:Itana-EAMM-edu-WG@umich.edu


EA at University of 
Washington
Lessons learned by applying the EAMM



EA Team at UW

Jim Phelps, Director of EA & Strategy

Rupert Berk, Enterprise Solutions Architect

Piet Niederhausen, Enterprise Business Architect

Jacob Morris, Enterprise Business Architect



Scope of EA at University of Washington

How is Enterprise Architecture defined at your institution, and what is the 

mission of the EA practice?

Enterprise Architecture is a team in central IT (UW-IT). Our purpose:

By driving common and effective architecture and strategy practices, the EA 
business service seeks to increase the effectiveness of transformation 
initiatives, increase the agility and impact of IT planning and investment, 
improve the efficiency of IT operations and project execution, and enable 
data-driven decision-making.

See the University of Washington's EA Practice profile page for more background.

https://spaces.at.internet2.edu/display/itana/University+of+Washington%27s+EA+Practice


Scope of EA at University of Washington

● Located in central IT (UW-IT) - Focused on central IT

● Driving a Business Relationship Management function

● Pushing on active Strategy Management Practice

● Streamlining our Technology Business Management 
processes

● Supporting our CTO in setting Technology Standards

● Representing the strategic view in governance, ERP 
projects, etc.



Hour Long Session - Facilitated by Piet Niederhausen



Scope Definition
Level 3 - 4 → 4

Current State EASG history
EA Forming
SoaP
Leader (Director)
Wide understanding
PRB, SMB seat
Statements of Work
Teams want “EA” to be present

Next Publish a Service (formalize)
Do interviews re: EA 
Work with SLT re: EA offerings, 
performance, etc.



Scope Definition

Our current level is about 3-4 and we are aiming to solidify 4 (Managed).

Examples that illustrate our current state:

● Originally, an Enterprise Architecture Steering Group made up of IT leaders drafted EA principles 
and recommended the formation of an EA practice.

● A new Director was brought into the organization to lead the EA practice, and this role works closely with 
senior management and is a member of key governing boards ....

● ...
● When EA team members engage in project work, a statement of work defines their role and scope.
● Project teams and senior managers increasingly request EA involvement, indicating that EA work is 

increasingly embedded in the organization.
● There is wide awareness of the EA practice, though understanding of the role of EA still varies 

somewhat.

Goals we want to work on:

● We are about to publish EA consulting as an offering in the public-facing IT service catalog.
● We should get more input from our stakeholders on their changing needs for EA, including from senior 

management.

State of Work (SOW) growing importance



Engagement

Our current level is about 4 (Managed) and that is our target.

Examples that illustrate our current state:

● The EA team participates in and supports key governance groups such as the project review 
and service management boards.

● The EA team hosts communities of practice for technical architects, developers, and business 
analysts (open to all of the UW).

● The EA team helps organize and presents at quarterly outreach events (open to all of the UW).
● UW-IT's project review process includes a score for EA alignment which provides an opportunity 

for EA input on all projects.
● The EA team facilitates strategy planning by IT service teams, which is also an opportunity to 

influence architecture goals.

Things we want to work on:

● Strengthen engagement with individual senior managers.
● Strengthen working relationships with related teams in UW-IT, such as teams working on 

organizational development.

More Emphasis on Events

Improve the scorecard



Impact Assessment

Our current level is about 2-3 and we are aiming to solidify 3 (Defined).

Examples that illustrate our current state:

● The EA team's strategy on a page sets business-oriented outcomes as value propositions for the team.
● Teams that we work with consistently provide positive feedback on our work and return to EA for 

more participation.
● The EA team creates a quarterly report of its outcomes for senior management.

Things we want to work on:

● Better measure customer satisfaction, for example by surveying or interviewing stakeholders we have 
worked with for more structured input.

● Continue to refine the business outcomes in our strategy to help us measure success.
● Better understand how to measure quantitatively the impact of architecture work – this would also be 

useful for us to help other teams set measurable goals for similar work.

Push these out more widely

https://wiki.cac.washington.edu/display/SIA/Enterprise+Architecture


Delivery

Our current level is about 2-3 and we are aiming to solidify 3 (Defined).

Examples that illustrate our current state:

● EA team members lead ongoing functions such as strategy management for UW-IT.
● EA team members define engagements to participate in project teams, recorded in a 

statement of work.
● EA team members initiate and lead projects, for example to develop reference architectures.
● EA team members lead ongoing communities of practice to grow awareness of best practices.
● The EA team maintains the library of reference architectures.

Things we want to work on:

● We are about to publish EA consulting as an offering in the public-facing IT service catalog.
● Continue to raise awareness of what EA can provide, and awareness of published EA resources.

How else could we use these?



Management

Our current level is about 4 and we are aiming for 5.

Examples that illustrate our current state:

● The business case for EA is supported by senior management and EA is funded on an ongoing 
basis like other IT services.

● The EA practice has strong leadership and continues to challenge itself as a team toward new 
maturity goals.

● The EA team members have EA-specific job descriptions and are evaluated based on the mission of 
the EA team.

● The EA team coordinates its work through quarterly planning and biweekly sprint planning, tracking 
work in JIRA.

Things we want to work on:

● More widely share the value delivered by EA.
● Demonstrate more opportunities for investment in EA.
● Grow the network of people who work closely with EA, to extend the reach of the team and identify 

potential successors.

Working on an “EA Value Chain”



UW EA Maturity Review

1. Initiating 2. Formed 3. Defined 4. Managed 5. Improving

A. Scope Definition

B. Engagement

C. Impact Assessment

D. Delivery

E. Management

https://spaces.at.internet2.edu/display/itana/University+of+Washington+EA+Maturity+Review


That we were better than we thought.

Brought emphasis on the importance of some things.
> Quarterly Reports
> Outreach events / sessions
> SLT Feedback / Customer Feedback
> EA Value Chain and Statements of Work

Clarified our next steps and WHY

What did the team learn...



Plus, Delta, Big Ideas, Questions

➕ - What went well so far?  What did you like?

𝚫 - What could have been improved?

! - What “Big Idea” or “Aha! Moment” did you have?

? - Any “Big Questions” strike you during the day? I-T
im

e 
/ S

ho
ut

-O
ut



Time Section Who/Links

9:30 - 9:45 BREAK
9:45 - 10:30 Table Work - Apply the EAMM to your current state Louis

10:30 - 11:00 Report Out - Maturity Ratings and how you got there Jim

11:00 - 11:30 Maturity Milestone Capture Chris

11:30 - 12:30 LUNCH



Break



Time Section Who/Links

09:30-09:45 BREAK
9:45 - 10:30 Table Work - Apply the EAMM to your current state

(Discuss 2-3 practices per table)
Louis

10:30 - 11:00 Report Out - Maturity Ratings and how you got there Chris

11:00-11:30 Maturity Milestone Discussion Chris

11:30 - 12:30 
PM

LUNCH



Current State Review

Current State Maturity

47

EA Scope

EA Maturity Model (see handout)

EA Practice Maturity Review



Current State Review

1. Itana Face2Face 2018 Handout
2. EA Maturity Model on a Page Handout  



Apply the EA Maturity Model

Ta
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or
kApply the EA Maturity Model to one or more 

practices (institutions).

Capture the milestones (what happened to get 
you to some level of maturity).

10 Minutes ITime: Scope & Maturity Review
35 Minutes Table Work: Maturity Review



Report Out

R
ep

or
t O

utShare your EA Maturity Model

Discuss how you got there.

Capture the milestones (what happened to get 
you to some level of maturity).

30 Minutes



Milestones Discussions
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Milestones to maturity.

> Themes
> Ideas
> Questions

20 Minutes



Plus, Delta, Big Ideas, Questions

➕ - What went well this morning?  What did you like?

𝚫 - What could have been improved?

! - What “Big Idea” or “Aha! Moment” did you have?

? - Any “Big Questions” strike you during the day? I-T
im

e 
/ S
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ut
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ut



Lunch
Room 4 Seasons Ballroom 2-3
Reconvene at 12:30PM



Time Section Who/Links
12:30-01:00 Future State - What would you like to mature & why Louis

1:00-1:20 Maturity Over Time - the U Mich story Chris

1:20 - 2:00 Shift and Share - Case Study Chris

2:00 - 2:15 BREAK
2:30 - 3:00 Report out - ideas for maturing / Recap of day Chris

3:00 - 3:40 What are you going to do when you go home? Chris

3:40 - 4:00 Itana Resources, Member Contributions, Wrap-Up  
+, Δ, !, ?

Chris



Current State Review
55

EA Scope

EA Maturity Model (see handout)

EA Practice Maturity Review

Current 
Maturity

Target 
Maturity



Future State Maturity Targets & Milestones
56

1. Itana Face2Face 2018 Handout
2. EA Maturity Model on a Page Handout  



EA Maturity Model Future State

Ta
bl

e 
W

or
kApply the EA Maturity Model to future state of 

your practice.

Develop milestones to reach that state.

20 Minutes ITime
10 Minutes Table Work



Management and FacilitationBuild Institutional Capabilities

IT Strategy

Michigan IT Strategic Vendor 
Relations

Development / Donor 
Relations

Enterprise Architecture

Strategic 
Metrics

Signature-ready 
artifacts

Community 
Development

Leadership 
Training

Focus on StrategyDevelop Strategy Execute on Strategy

Investment 
Planning

Service Portfolio 
Management

Governance

Project Strategic 
Alignment

Service-level 
strategy 
(MESAs)

Michigan IT 
Strategy

Annual Service 
Strategy Reviews

Communications

Architecture 
Review IT Planning

Principles, 
processes, 

and 
procedures

Meeting and Event 
coordination

Direct

Monitor

Evaluate



1. Initiating 2. Formed 3. Defined 4. Managed 5. Improving

A. Scope Definition

B. Engagement

C. Impact Assessment

D. Delivery

E. Management

U Mich Lifecycle of EA



Shift and Share - Case Studies
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> 4 volunteers
> 10 minutes story & Q&A



Break
Back at 2:15PM



Time Section Who/Links
12:30-01:00 Future State - What would you like to mature & why Louis

1:00-1:20 Maturity Over Time - the U Mich story Chris

1:20 - 2:00 Shift and Share - Case Study Chris

2:00 - 2:15 BREAK
2:30 - 3:00 Report out - ideas for maturing / Recap of day Chris

3:00 - 3:40 What are you going to do when you go home? Chris

3:40 - 4:00 Itana Resources, Member Contributions, Wrap-Up  
+, Δ, !, ?

Chris



Your Action Plan
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What are you going to do when you get 
home?

What things will use to help you mature 
your practice?



Takeaways and Action Plan

I-T
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What are your key takeaways?

What are you going to do when you get 
home?



Learning Outcomes:

Recall that there is an Itana EA Maturity 
Model (EAMM)

Explain how the EAMM is applied

Interpret the maturity assessments of 
different institutions

Compare different maturity levels at 
different institutions

Create your own Maturity Assessment

Design a plan to grow your maturity at your 
institution



Plus, Delta, Big Ideas, Questions

➕ - What went well today?  What did you like?

𝚫 - What could have been improved?

! - What “Big Idea” or “Aha! Moment” did you have?

? - Any “Big Questions” strike you during the day? I-T
im

e 
/ S

ho
ut

-O
ut



Thank you!

Itana Face2Face 2018 - Evaluating and Maturing Your EA Practice

EDUCAUSE Annual 2018 - Preconference Seminar

This work is licensed under the Creative Commons Attribution-NonCommercial-ShareAlike 4.0 International 
License. To view a copy of this license, visit http://creativecommons.org/licenses/by-nc-sa/4.0/ 

or send a letter to Creative Commons, PO Box 1866, Mountain View, CA 94042, USA.

http://creativecommons.org/licenses/by-nc-sa/4.0/

