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The socialization of Business Architecture to gain 

organizational acceptance is a unique and varied 

journey that in most cases is not prescriptive. 



The VSP Journey

Barriers to Acceptance

Path of Least Resistance



Business Architecture 
Introduced

Define and Build BA Practice

Initial Projects
Capabilities, Value Streams, 

Stakeholders

First Large Project
Feature Definition, Business 

Impact Assessment

Covid-19
Remote Workforce

New Business Models

Resource 
Constraints

Strategy Team 
Partnership

2017

2018

2019
2020

2021

2022

The VSP 
JourneyBarriersSlow Down



Barriers to Acceptance

Organizational
• BA reporting structure changed - decentralized
• Legacy employee resistance to rigors of BA practice
• Business Architect title was misused

Strategic
• Strategy Office was recently created
• Focused on research and planning – outside consultants
• Concern, business architecture slows down strategy team
• Not familiar with Business Architecture, its’ principles or 

how it would enable strategic initiatives and direction.

Technical
• IT had historically ‘driven’ business projects 
• Business and Enterprise architectures were not aligned
• Perception, business does not know what its doing
• Lacked a common knowledgebase or agreement on artifacts



Think Like a Stakeholder

• Meet to understand IT concerns, misconceptions, or frustrations.

• Establish business architecture as an integral component of Enterprise Architecture

• Gain consensus and align on capabilities and value streams

• Enhance journey maps and information mapping

• Align and define business architecture deliverables to enable the solution 
architecture enterprise capabilities assessment.

Ideas to minimize resistance

IT Teams

• Develop a presentation and playbook demonstrating the value of a business 
architecture and strategy partnership.

• Remove the perception that business architecture will slow strategy down.

• Inform the team that business architecture is a well defined and accredited 
global practice successfully used by many organizations

• Provide a solution to a current issue faced by the strategic team.

Strategy Team



SILOED  
ORGANIZATION

Limited view of strategic objectives 
and inefficient implementation and 
measurement of initiatives
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IT 
Teams

Strategy 
Office PMO

Limited view of 
organizational impacts

Prioritization, planning 
and execution of 

initiatives

Are initiatives possible or 
cost effective with 
current technology

Business 
Teams

Minimal interaction 
with Strategy



TWO-PRONGED 
APPROACH

Align with IT Technical Teams
Partner with Strategy Office
Bridge strategy and execution
Provide critical input to planning

PMO IT
Teams

Initiative and Project Execution

Shared Service
Assess Impacts and Gaps

Inform planning and prioritization Enhance relationship with Solution 
Architects and Technical Teams

1
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Business 
Teams

2 Establish Partnership 
with Strategy Team 

Strategy
Team

Strategic Partnership

Business Architecture



Application 
Architecture

Information 
Architecture

Technical 
Architecture

Solution Architecture
Initiative or Portfolio View

Business 
Automation and 

Services View

Information View Platform and 
Enabling Technology 

View

Business Architecture
Business View
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Enterprise Architecture
Business Architecture is a critical component of Enterprise Architecture

*Source: “Business Architecture: Putting “Business” into Enterprise Architecture”, Ulrich, W. & Soley, R., Feb. 2016, CIO Review

https://cdn.ymaws.com/www.businessarchitectureguild.org/resource/resmgr/docs/putting_business_into_busine.pdf

https://cdn.ymaws.com/www.businessarchitectureguild.org/resource/resmgr/docs/putting_business_into_busine.pdf


Business Initiative Diagram



Enhanced Journey Map

  

Value Proposition Establish an electronic claims submission system …..

Business Requirements

  Business Motivation
Ability for Doctor to Login to an 

electronic claims system.

Ability for Doctor to enter Patient 

Information.

Ability to confirm Patient 

eligibility and authorize services.

Ability for Doctor to enter Claim 

information details and 

requirements.

Ability for Doctor to submit 

Claims for processing.

Ability to process Claims 

submitted by Doctors.

Ability  to pay Doctors for related 

services.

Ability  to generate and provide 

Doctor related encounter reports

  Touch Points

  (applications, processes)

Claims 1

Application 2

Application 3

Claims 1

Application 2

Application 3

Claims 1

Application 2

Application 3

Claims 1

Application 2

Application 3

Process 1

Claims 1

Process 3

Application 2

Claims 1

Process 3

Application 2

Claims 2

Process 4

Datawarehouse

Report Generation

   Activities

 Doctor Login Method - TBD

Enter Doctor Type

Create New Doctor Type? - TBD

Enter Patient Information

 - Name, Address, etc.

 - SSN (full or last 4 digits)

Member Search

View Coverage Summary

Choose Services

Issue Authorization

Authorization Number Issued

Select Doctor (drop down menu)

 - Display New Doctor Type? TBD

Select Materials

 - Lens, Coating, Frames, Contacts

Enter prescription, lens shape

Submit Claim Business Rules

 - Develop business rules to 

   process New Doctor Type

 - Don't Break existing processes

Check business rules for Doctors 

to ensure (nothing breaks)

Process Existing Reports

Develop/Test business rules for 

New Doctor Types to ensure 

(nothing breaks)

  Internal Resources

Business Teams

Team 2

IT Teams

Team 1

Business Teams

Team 4

IT Teams

Team 3

Business Teams

Team #

IT  Teams

Team #

Business Teams

Team #

IT  Teams

Team #

Business Teams

Team #

IT  Teams

Team #

Business Teams

Team #

IT  Teams

Team #

Business Teams

GTS Teams

Claims, Jeff Farley

Business Teams

Team #

IT  Teams

Team #

   Operational Readiness

   Notes, Comments, Ideas

This project will eliminate paper 

Claims submission and third-party 

processing. (cost and time 

savings)

Don't Break

Test to ensure current processes 

are not impacted.

Don't Break

Test to ensure current processes 

are not impacted.

Don't Break

Test to ensure current processes 

are not impacted.

Don't Break

Test to ensure current processes 

are not impacted.

Don't Break

Test to ensure current processes 

are not impacted.

Don't Break

Test to ensure current processes 

are not impacted.

Don't Break

Test to ensure current processes 

are not impacted.

Initial - doesn't exist but should

Not Evaluated or Out of Scope

Electronic Claims System

Legend

Efficient - meets all critical requirements

Well Defined - meets most critical requirements

Managed - meets some critical requirements

Exists - doesn't meet critical requirements

Doctor Login Confirm Eligibility Pay DoctorSubmit Claim 'Access to Patient Data'Encounter Reporting'Request Patient Data'Process ClaimAuthorize Services Enter Claim Information



TO
TA

L 
M

A
R

K
ET

 D
EM

O
G

R
A

P
H

IC
S

D
at

a 
P

o
in

ts
 b

y 
M

SA

To
ta

l P
o

p
u

la
ti

o
n

P
o

p
u

la
ti

o
n

 G
ro

w
th

 (
1

9
’, 

2
0

’, 
2

1
’, 

2
2

’)

N
u

m
b

er
 o

f 
H

o
u

se
h

o
ld

s

P
o

p
u

la
ti

o
n

 (
co

ve
re

d
 f

o
r 

vi
si

o
n

)

P
o

p
u

la
ti

o
n

 (
n

o
t 

co
ve

re
d

 f
o

r 
vi

si
o

n
)

P
o

p
u

la
ti

o
n

 (
n

o
t 

co
ve

re
d

 f
o

r 
vi

si
o

n
)

D
at

a 
Se

gm
en

ts

A
ge

 R
an

ge
 +

H
H

I

C
h

ild
re

n
 u

n
d

er
 1

8 
at

 h
o

m
e 

(Y
es

, N
o

)

Em
p

lo
ym

en
t 

St
at

u
s 

(F
T,

 P
T,

 S
, R

, O
)

C
LI

EN
T 

O
P

P
O

R
TU

N
IT

Y
 D

A
TA

D
at

a 
P

o
in

ts
 b

y 
M

SA
 (

cl
ie

n
ts

 >
 1

0
0

0
 e

m
p

.)

C
lie

n
t 

C
o

u
n

t

C
lie

n
ts

 w
it

h
 V

is
io

n
 I

n
su

ra
n

ce
 O

ff
er

in
gs

C
lie

n
ts

 w
it

h
 C

o
m

p
et

it
o

rs
  

O
ff

er
in

gs

C
lie

n
t 

C
o

u
n

t 
w

it
h

 O
u

r 
O

ff
er

in
g

C
lie

n
ts

 w
it

h
 N

o
 V

is
io

n
 I

n
su

ra
n

ce
 

D
at

a 
Se

gm
en

ts

C
lie

n
t 

N
am

e

In
d

u
st

ry

R
ev

en
u

e 
R

an
ge

Em
p

lo
ye

e
s 

(t
o

ta
l)

El
ig

ib
le

 E
m

p
lo

ye
e

s

C
O

ST
 M

O
D

EL

D
at

a 
P

o
in

ts

C
o

n
tr

o
lla

b
le

 /
 U

n
co

n
tr

o
lla

b
le

 C
o

st
s

Sh
ar

ed
 S

er
vi

ce
 C

o
st

s

To
ta

l A
d

m
in

is
tr

at
io

n
 C

o
st

s

R
ev

en
u

e 
p

er
 M

em
b

er
 b

y 
B

u
si

n
es

s 
U

n
it

EB
IT

D
A

 p
er

 M
em

b
er

 b
y 

B
u

si
n

es
s 

U
n

it

Dashboard Input Parameters

EXECUTIVE DASHBOARD DISPLAY TYPE

Intersection of Dashboard 
Items and Data Points 

MSA Information

Revenue Opportunity Calculation (Number) 

EBITDA Opportunity Calculation (Number) 

Market Share (Client) Calculation (Number)    

Market Share (Population) Calculation (Number)    

Total Client Opportunity Calculation (Number)    

Total Membership Opportunity Calculation (Number)    

Demographics

Age  1-17, 18-33, 34-44, 44-54, 55+ Number 

HHI (avg.) Calculation (Number) 

Children under 18, living at home Number 

Population Growth Calculation (Number) 

DATA SOURCES

Intersection of Data Sources 
and Dashboard

Data Source 1

Table/Location  

Table/Location   

Table/Location      

Data Source 2

Table/Location         

Data Source 3

Table/Location  

Information Mapping
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125 97 71 82 25 90 40 30 80 100 80 110 90 75

 Prioritized Projects Priority Status % C J F M A M J J A S O N D J F M A M J J A S O N D

 Business Transformation 1 l 5 n n n n n n n n n n

 Security Implementation 2 l 63 n n n n n n n

 Claims Enhancement 3 l 96 n n n n n

 Membership Interface 4 l 35 n n n n n n

 Practice Management Software 5 l 20 n n n n n n n n n

 Government Enablement 6 l 70 n n n n n n

 Discovery, Non-Prioritized, On Hold

 Project 1 DISC l 6 n n n n n n n n

 Project 2 DISC l 10 n n n n n n n

 Accounting Integration RTB l 30 n n n n n n n

 Payments ROI l 10 n n n n n n

 Schedules and Fees HOLD l 0 n n n n n n

 Essentials and Programs 

 2022 - Essential C l 90 n n n n n n n n n

 2023 - Essential A New  0

     Initiative 1a New  0

     Initiative 2a New  0

 2023 - Essential B New  0

     EInitiative 1b New  0

     Initiative 2b New  0

Technical Teams Business Teams PMO

2023 2024

 Backlog - Projects On Hold

 CRM - Sales Enablement

 Claims Queue Design

 Security AI Integration

 Claims Adjudication Calculation

 Charity Giving Programs

 Credentialing

XS S M L XL XXL XXXL

      

100 500 800 1.2K 2.5K 5K 5K+

Project Size Estimate

Waterline

Project and Resource Allocation



Claims Enhancement

Schedules and Fees

Payments

Initiatives

Strategic Initiative Impacts
Capabilities, Value Streams, Stakeholders, Applications

Business Team 1

Business Team 2

Business Team 3

Finalize Claim
Record 

Reimbursement
Adjudicate 

Claim
Validate 

Claim
Initiate Claim

Settle Claim - Value Stream

Enabling Capabilities

Teams and Applications

Claims

Eligibility

Payment

Stakeholders Applications

Note: Applications identify Technical Team Stakeholders



S T R A T E G Y

A l i g n m e nt  t o  o b j e c t i ve s

Bus ine s s  Arch i tec ture  can  asses s  
impact  and  a id  in  dec i s io n  mak ing  

B u s i n e s s  S c e n a r i o  A n a l y s i s

K P I ’s  a n d  M e a s u r e s

P l a n n i ng / Re so urc e  A va i l ab i l i t y

P r i o r i t i zat i o n  a n d  T i m i n g

I n t e g ra t i o n  O p p o r t u n i t i e s

Te c h n o l o g y  a n d  A p p l i c at i o n s  

C a p a b i l i t y  B a s e d  T i m e l i n e s

S2E Transformation Inc.



IDEA Process

Concepts and Ideas

Strategy
Executive Management
Business Unit Sponsors

IDEATE

Align (partnership) Strategy and 
Business Architecture

Translate strategy through 
business architecture to identify 

focal points for change

EVALUATE

Charters

Sponsors
Subject Matter Experts

Business Analyst
Program Manager

DISCOVER ASSIGN

Committee’s

Prioritization
Planning

Align Business Architecture and 
Solution/Enterprise Architecture

PMO Leadership

Client Special 
Handling 
Requests

Business 
Architecture

Business 
Analysis

Program 
Management

Project 
Management

PMO
Center of Excellence

Business Architect
Solution/Enterprise Architect

Business Architect

Develop rapid evaluation process to appoximate 
size and complexity of Programs, Projects, and 

Special Handling Requests

Identify high level dependencies and integration points.
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SUMMARY

Socializing business architecture can 
be a challenge, but the benefit of an 
organization that is fully aligned 
from strategy through execution is 
game changing efficiency.

• Identify your Path of Least Resistance
• Partner where you can
• Know your audience well
• Think outside the box
• Identify a challenge your organization is currently facing
• Develop new mappings that inform your stakeholders
• Be confident in your skills



Thank You

Gary Wright
gary.wright@vsp.com

+1 801.550.9009

mailto:gary.wright@vsp.com

