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ENTERPRISE 

ARCHITECTURE 
IN 2015:

How to expand your team and meet the 
demands of the new digital landscape.
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Chaired by Lorne Mitchell, Chairman 

of the BCS Enterprise Architecture 

specialist group, the meeting was 

attended by:

Darren McBride Head of Regional 

Architecture, Asia Pacific British 

American Tobacco

Richard Kernick Head of IT Strategy & 

Architecture Direct Line Group

Dom Larose Head of Customer Service 

& Solution Architecture Vodafone 

Global Enterprise

Allan Jenkins Head of Enterprise 

Architecture P&O Ferries Ltd

Graham Hall Service Design Team 

Manager Vodafone Global Enterprise

Pierluigi Fasano Head Enterprise 

Architect Reinsurance Swiss Re

Paul Clements Head of Architecture & 

Design British Library

Stuart Wilson CEO RP International

Jonno Davies Operations Director RP 

International

Mike Wood Director RP International

James Royall Consultant RP 

International

The rare opportunity for this meeting 

of likeminded individuals allowed for 

an interesting insight into enterprise 

architecture on a number of topics. 

Here we share some of that 

knowledge and understanding.

First we talked about the demands of 
the digital landscape and the impact 
on enterprise architecture on the 
participants’ businesses. Then we 
moved onto the issues of expanding 
the architecture team and what skills 
to look for when recruiting.

On Thursday 5 February, RP 

International conducted a 

roundtable event for Chief 

Architects and Heads of 

Architecture. 

The RPtechure Breakfast 

brought together a range of 

highly-experienced experts 

from within the insurance, 

telecoms, transport 

industries and more to 

discuss some of the most 

pertinent issues faced by 

their respective businesses.
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How do businesses need to change operationally, 

to meet the demands of an ever-changing 

digital landscape?
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Be prepared for rapid 
change in the digital 
market
With most of the world using smart 
devices that can achieve so much, the 
bar has been set high for architects to 
match. Is there a need to temper 
expectations?

“Expectations have gone through the 
roof,” says Richard Kernick, “and 
managing those expectations can be 
very difficult.”

“People get an iPhone or Android 
device and expect the same 
experience with architecture. But, as 
we know, there is a methodology 
behind architecture that doesn’t 
necessarily exist at the same pace.”

Consider the 
consumerisation of 
devices and client/ 
customer 
expectations
As many organisations with a bring 
your own device policy have needed 
to accept – if your solution is not as 
functional and practical as their 
existing technology, people will find a 
way of doing things in a way that 
works best for them. Even if it is not 
what you originally planned. 

“The consumerisation is about more 
than just the device. People expect to 
have storage of access across many 
different methods,” says Dom Larose. 
“So there are the devices, but there is 
also the experience, the services and 
the working environment. And this 
changes rapidly.”

It’s not just the consumerisation in 
terms of the device and the storage 
that can cause concern, says Graham 

Hall, “but matching that with the 
requirements that customers have, 
offering enterprise-level security or 
regulatory adherence but then also 
trying to educate [the organisations] 
that if you get too enforced or too 
strict then you will drive the wrong 
result and end users will bypass 
completely.”

“How does the business’s 
interpretation of that regulation and 
those policies match with the 
consumer’s needs and requirements? 
The fundamental issue is that people 
have an awareness of what is 
available and it’s not just the policies 
of businesses that aren’t keeping 
pace – it’s the regulatory pressure 
and the globalisation of security 
issues.”

Think about how 
new technologies are 
affecting your 
customers
While embracing new things might be 
beneficial for businesses, architects 
must keep in mind whether all parties 
feel the same way. For a company like 
Direct Line Group, this can be 
especially important. 

“Dealing with a digital world means 
you really have to adapt to that 
change. For example, what will the 
Internet of Things and all those 
devices chatting in the home mean to 
insurers?” says Richard Kernick. 
“What would people consider 
‘creepy’ for an insurance company to 
monitor and what would customers 
feel useful or valuable?”

“It’s not always driven by profits; it’s 
about being a good insurer. What will 
be acceptable to a 20-year-old is 
likely to be different for a 60-year-
old, generally speaking. People have 
different thresholds of ‘creepiness’.”

“Expectations have gone 

through the roof… Dealing 

with a digital world means 

you really have to adapt to 

that change. For example, 

what will the Internet of 

Things and all those devices 

chatting in the home mean 

to insurers?”

Richard Kernick | Direct Line 
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Balancing local needs 
with global concerns
International companies like Vodafone 
need to be particularly clued up with 
global concerns, meaning architecture 
needs to be considered at multiple 
levels. 

“We’ve got global platforms but an 
increasing amount of local regulations 
around privacy or security,” says Dom 
Larose. “Each country takes a different 
flavour, both culturally and when it 
comes to regulations and processes… 
you have to think in a global way, but 
make sure you can adapt quickly when 
local regulations or requirements 
dictate it.”

Coping with emerging 
markets around the 
world
Not only do you need the right 
architects in the right place at the right 
time, any solution needs to be able to 
cope with a market which is likely to 
significantly increase in scale.  

“Something particularly relevant to the 
world of insurance is the massive 
growth in the market of the Chinese 
middle classes,” says Stuart Wilson. 

“Expectations are higher and time to 
market needs to be so much quicker. It 
can be difficult trying to manage all 
those things in a business 
environment, as well as getting the 
talent where it needs to be and trained 
up, while thinking, ‘where are we going 
next?’ One of the challenges we find is 
that the pace of change is so much 
quicker than it used to be and keeping 
people and clients up-to-date is getting 
harder.”

Working around 
restrictive regulations
Paul Clements from the British Library 
felt especially hampered by laws facing 
the library; laws which could prove an 
obstacle to its architecture.

“We get every book, every paper –
everything. But we only get one copy. 
Only one reader can read our content 
at one time. You would think that we 
could now digitise everything, and 
everybody could read it. But no –
legislation says we have to stop and 
restrict people so we can only have one 
digital copy open at a time, which is 
frustrating as a customer experience.”

“We still need to build systems, but 
also have an eye to 2017 when the 
legislation [around digital right 
strategies] changes,” he says. 

“Each country takes a 
different flavour, both 
culturally and when it 
comes to regulations and 
processes… you have to 
think in a global way, but 
make sure you can adapt 
quickly when local 
regulations or requirements 
dictate it.” 

Dom Larose | Vodafone Global 
Enterprise 
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Juggling the need to 
be agile with 
commercial realities
Are you hamstrung by pre-existing 
solutions? Do you go down the costly 
route of customising software? Or do 
you do things your own way, build 
something from scratch with a proper 
end goal in mind – perhaps with the 
opportunity to monetise it, and 
provide a more competitive landscape 
for other organisations?

Allan Jenkins from P&O Ferries 
discusses the challenges he faces in his 
industry: “Most of our requirements 
are coming from our commercial team 
– and they expect things quickly. 
They’ll talk to suppliers and say that 
they can have it in six weeks. Then we 
come along and ask exactly how they 
are going to [live up to that promise]. 
Then there is the tension between an 
architecture-led approach and 
commercial reality.”

There is a challenge facilitating 
conversations between architecture 
teams and commercial teams, says 
Jenkins, adding that only once you 
have that can you “begin to engineer 
some things that might support where 
we are going in the next six months. 
One of our challenges is that the 
expectations of the teams demanding 
these capabilities are not in line with 
reality. I think their expectations are 
being driven by this consumer market, 
so there isn’t a reality check going on 
and there isn’t the understanding of 

the huge inertia associated with a 20 
year IT legacy estate, or the systems 
and processes that are embedded in 
ways that people don’t understand.”

Think about how your 
team approach 
problems
While different industries may face 
very different challenges, when it 
comes to architecture, it may be that 
communicating with different 
companies from different sectors could 
help establish a best practice when it 
comes to tackling problems.  

“One of the things that I am always 
preaching to inexperienced architect 
teams is patterns. It’s not about 
technology and software patterns, it’s 
about patterns everywhere and trying 
to embed those in your organisation so 
there is a way of approaching a 
problem which enables us to 
concentrate on it. One of our 
challenges is taking away the noise –
where are the urgent problems, and 
how do we deal problems that aren’t 
urgent as quickly as possible. For 
example, I’m currently having 
conversations with the Home Office, 
who want us to give them passport 
information about people leaving the 
country. There’s no commercial benefit 
for us – it’s disruptive. My goal with 
that is to architect it in a way that is as 
least disruptive as possible, get that 
going and get back onto the stuff that’s 
important for us as a business,” says 
Allan Jenkins. 

“One of our challenges is 
that the expectations of the 
teams demanding these 
capabilities are not in line 
with reality. I think their 
expectations are being 
driven by this consumer 
market, so there isn’t a 
reality check going on and 
there isn’t the 
understanding of the huge 
inertia associated with a 20 
year IT legacy estate.”

Allan Jenkins | P&O Ferries
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What is the best approach when expanding 

an architecture team in order to source 

high quality architects?
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Choosing the right 
people
It’s not just about the single architect, it’s 
about the team and an effective outcome 
that can be created from a team with 
different types of skills. Not just in terms 
of enterprise architects, IT architects and 
solutions architects, but the different 
people skills.

“I like to get people with more of a service 
and operations background that have 
lived through the pain of bad architecture 
because I think with bringing the real 
technical detail to the table they are very 
quickly able to get to the nub of a 
problem, and understand a very logistical 
way to resolve it,” says Dom Larose. “It’s 
about having the right mind-set and the 
willingness to get involved and 
understand the issue and then resolve it,” 
he adds.

Finding architects that 
think beyond purely 
technical
A good architect is somebody who is not 
necessarily strong in the technical side, 
but understands the business implications 
of everything they are doing, and has that 
commercial awareness to relate all the 
business requirements together. A CV is a 
good starting place, but you have to go 
well beyond that in order to identify the 
right individual that you need for the right 
role, or indeed the right team of people.

“What I am trying to do with my 
architecture team is to make them more 
like consultants and develop more 
consultancy skills,” says Paul Clements. “I 
look for architects that are able to think at 
an abstract level,” he continues.

“The best architects are not necessarily 
the super techy, they are more 
commercially led,” adds Mike Wood from 
RP International.

Pierluigi Fasano from Swiss Re agrees: 
"The major challenge we face is not on the 
technical side. I can easily provision 
highly-technical specialists. The real 
challenge is with our major stakeholders. 
We are a knowledge company and we 
joke - but not too much - on having a 
higher ratio of PhDs than MIT! 
You really need to understand well the 
business not only in practical terms but 
also in those more sophisticated abstract 
notions that make a difference.”

Identify the skills that 
are important for you, 
and their potential
Darren McBride from British American 
Tobacco talks about how he has hired and 
operationally developed people: “I’ve put 
together what I call a ‘hiring matrix’. 
Within this matrix are some of the skills 
that I look for: business domain, 
commercially savvy, technical domain, 
stakeholder/ consultancy skills, things like 
that. However, within your team, whether 
it’s solution and enterprise or both, you’re 
going to need differing skills at differing 
times and I look at it as a Venn diagram 
approach. That person I’m looking at in an 
interview – how many of those circles do 
they give me? Technical domains, multiple 
domains – do they have a core domain? 
Are they good at edge of domains?”

“I think architecture is an amorphous type 
of term. It’s not ‘you’re a techie’ or ‘you’re 
this’ – it’s that continuum along those 
matrix items and you try to pick out the 
percentage that person can be, as well as 
how much you think they can develop. 
Obviously, operationally, that means that 
there is an onus on you to actually 
manage that change – to take that 
development and look at the open-
mindedness of the individual and so on. 
It’s a lot of work but I think you should be 
above all that, orchestrating and bringing 
it all together,” McBride adds.

“What I am trying to do 
with my architecture team 
is to make them more like 
consultants and develop 
more consultancy skills, I 
look for architects that are 
able to think at an abstract 
level.” 

Paul Clements | British Library 
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Do you need members 
of your team to engage 
with stakeholders and 
what qualities should 
they have?
Some architects are kept ‘in the back 
room’ because their people skills might 
not be up to scratch, leading some with 
the desire to trade technical know-how 
for other qualities. But what?

“Political acumen,” says Pierluigi Fasano, 
“situational awareness – to understand 
where you are sitting, what is proper to 
say and what is not.”

“This means understanding people. For 
me, enterprise architecture is more about 
people than anything else – you have to 
convince people, you have to drive 
people, you have to aggregate consensus 
and you have to sell stuff. You have to 
direct people in directions they do not 
want to go in.”

Graham Hall from Vodafone thinks one of 
the most desirable skill is “the ability to 
think outside of where the business would 
see an IT architecture space. So, it is that 
commercial acumen, the ability to drive 
and direct a team, and drive and direct a 
team they do not necessarily have control 
for, and to manage the stakeholders.

Is a consultant the best 
option for you?
If you are using a consultancy or services 
systems integrators, it’s important they 
deliver what you want, rather than what 
they think you want or what they want 
you to think you want.

Richard Kernick is one who needs 
convincing: “Where I have found it 
difficult is when I interview people from a 
consulting world, they don’t understand 
what it is to deliver IT into an organisation 
in the long term.

“Often people move into a consulting role 
early in their careers. So, they might have 
started in an end user support role or 
internal IT role and moved into consulting. 
They’ve got a great deal of experience of 
different technologies and they’re used to 
talking at a CSO level, but when you talk 
about how they will actually manage the 
politics and the internal machinations of 
an organisation, they are struggling. Are 
you prepared for the fact that clients 
won’t be talking to you any more - they 
are talking to the consultants where you 
used to be. So, the conversations you are 
used to having, you are now being left out 
of.”

For me, enterprise 
architecture is more about 
people than anything else 
– you have to convince 
people, you have to drive 
people, you have to 
aggregate consensus and 
you have to sell stuff. You 
have to direct people in 
directions they do not 
want to go in.”

Pierluigi Fasano | Swiss Re
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