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How Fast Are You 
Ready to Go?

BIZ.ARCH+DEVOPS: >
Digital Business isn't just about DevOps and 

software development – it's about delivering the 
right products and services to the right 

customers, at the right time.  To deliver holistic 
intended value outcomes, it's important to 
consider – and even semi-automate – the 

business architecture perspective (BIZ.ARCH) in 
marketing, UX/design, development, ops, and 

maintenance of products and services. 

Value Beyond Coding

Tailor & Adopt BIZ.ARCH+DEVOPS

Business Architecture (BIZ.ARCH) expands a DEVOPS 
Continuous Delivery Pipeline, bringing business and tech 

folks into the same “Product Development Lifecycle”

Pave Three Architectural Runways

Create “just enough” structure and standards 
needed to improve testing quality, control 

technical debt, and speed up future design efforts.

Runways are paved during Continuous Exploration, and 
“used up” during Continuous Integration – leveraging 

BIZ.ARCH for better scalability and agility.

CE/CI with Model-to-Execute (M2E)

Ongoing BIZ.ARCH+DEVOPS maintenance is 
needed to ensure quality runway for future 

product enhancements and variants

Maintain Runways for a Healthy Product Portfolio
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Tailor BIZ.ARCH+DEVOPS for your organization1
Business Architecture (BIZ.ARCH) expands a DEVOPS Continuous Delivery Pipeline, 
bringing business and tech folks into the same “Product Development Lifecycle”.
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A Continuous Delivery 
Pipeline (CDP) represents 
the workflows, activities, and 
automation needed to 
shepherd a new piece of 
functionality from ideation to 
an on-demand release of 
value to the end user.  
Continuous Exploration 
determines “what should be 
built”, Continuous Integration 
“builds and tests it”, and 
Continuous Deployment 
“deploys it” to production. 

The DEVOPS shown is a 
simple example of a CDP 
implementation. “Shifting 
Left” in this context involves 
improvements to Culture, 
Automation, Lean Flow, 
Measurement, and 
Recoverability.  For example, 
automated code check-in 
and unit testing (in a central 
code repository) improves 
continuous integration –
catching problems faster, 

before they even leave the 
“build” stage for end-to-end 
testing.

The addition of business 
architecture (BIZ.ARCH) 
upgrades the DEVOPS CDP to
a “Product Development 
Lifecycle” (PDLC), adding 
better business alignment, 
quality, and scalability.

There are key points where 
business architecture plays a 
key role:  Strategy & Market 
Development, Operations, 
and Maintenance.  In other 
areas, BIZ.ARCH plays a 
supportive role – for 
example, providing business 
process context to 
IT/Operational Technology 
architects, developers, User 
Experience (UX) experts, and 
testers as they chunk value 
into features and user 
stories.
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Deploy
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Release on 
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Build/ 
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DEVOPS

CONCEPT 
CDP
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Monitor

BIZ.ARCH 
+ DEVOPS

RECOVERABILITY

AUTOMATION
CODE CHECK-IN, AUTO 
UNIT TESTING

FAST ROLLBACK FROM 
DEPLOYMENT FAILURE

MEASUREMENT
FACT-BASED IMPROVEMENTS 
WITH TELEMETRY

+QUALITY

+ALIGNMENT

BETTER TESTING

+SCALABILITY
SUPPORT LARGER TEAMS 
AND INITIATIVES

MORE BUSINESS CONTEXT 
&  PRODUCT FOCUS

Release On 
Demand

https://www.scaledagileframework.com/continuous-delivery-pipeline/
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Adopt BIZ.ARCH+DEVOPS1
BIZ.ARCH+DEVOPS enhances cross-functional team collaboration 
by using an EA/BPM Solution Intent Repository (SIR).

Digital (UX Design) team

IT development, infrastructure, QA teams

People & Change

Business SMPs & Operations

Product Marketing Development / Rollout

Agile PMO, Strategy & Architecture
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When BIZ.ARCH and DEVOPS work 
together, there are key points where 
business architecture leads:  Strategy & 
Market Development, Operational 
Readiness, and Maintenance.  In other 
areas, BIZ.ARCH plays a supportive role –
for example, providing business process 
context to IT/Operational Technology 
architects, User Experience (UX) experts, 
and testers as they chunk value into 
features and user stories.

A right-sized BIZ.ARCH enhances cross-
functional team collaboration by using an 
EA/BPM Solution Intent Repository (SIR).  
For example, by documenting key 
business processes and related risks and 
controls, teams writing User Stories can 
have access to higher-quality business 
context.  

This helps improve quality early in the 
development cycle – for example, 
understanding the data privacy risks and 
controls in context of business processes 
can help write more accurate data privacy 
non-functional requirement acceptance 
criteria.

Build/ 
Test

Operate/ 
Monitor

Deploy Release on 
demand

Design/ 
Arch/ 
Engnr.

MaintainStrategy 
& Mkt Dev

BIZ.ARCH 
+ DEVOPS

EA/BPM SIR tools 
(Capabilities, 

processes, data, 
technology, …)

Cross-functional 
teams

Solution Intent 
Repository (SIR) 

tools 
© Scaled Agile

Continuous Delivery 
Pipeline

examples

https://www.scaledagileframework.com/solution-intent/
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Pave Three Architectural Runways

According to Scaled Agile, the 
“Architectural Runway” 
consists of the existing code, 
components, and technical 
infrastructure needed to 
implement near-term features 
without excessive redesign 
and delay.  In the context of 
BIZ.ARCH+DEVOPS, 
Architectural Runway is 
expanded into three types –
and not all of them are 
technical.

The BIZ Architectural Runway 
helps structure products that 
meet market needs, aligned 
to business capabilities 
needed to deliver those 
products, and processes / 
roles needed to realize 
capabilities.  This clarifies 
business context for DevOps 
efforts – improving testing 
quality and Domain-Driven 
Design agility.

The UX Runway develops 
enough User Experience-
related content, such as 
Journey Maps and Personas.  
Combined with the Business 
Architecture, these help 
define high-quality, testable 
user stories to realize 
Behavior Driven Development
(BDD).

The IT/Operational 
Technology Architectural
Runway is closest to the 
original Scaled Agile 
definition.  The example 
shows infrastructure 
components that would 
create a highly re-usable 
”standard stack” – helping to 
control technical debt by 
increasing technology re-use 
across initiatives, and
speeding up future design 
efforts.

2
Create “just enough” structure and standards needed to improve testing 
quality, control technical debt, and speed up future design efforts.

IT/OT.ARCH
Runway

UX Runway

BIZ.ARCH
Runway

Build/ 
Test

Operate/ 
Monitor

Deploy
Design/ 
Arch/ 
Engnr.

Strategy 
& Mkt 
Dev

Release on 
demand Maintain
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…cares about 
safety, privacy…

Dana The Driver

EA/BPM Solution Intent Repository (SIR) tool example ‘building blocks’ using ARIS

https://www.scaledagileframework.com/architectural-runway/
https://www.scaledagileframework.com/domain-modeling/
https://www.scaledagileframework.com/behavior-driven-development/
https://www.scaledagileframework.com/solution-intent/
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Continuous Exploration with Model-to-Execute (M2E)3
Runways are paved and “used up” in a Model-to-Execute scenario, connecting business 
process models to user stories, providing business context for low-code building and testing.  
Optionally, full round-trip process-microservice traceability can be automated.

HIGH-LEVEL BIZ DESIGN: Pave the BIZ runway using
an EA/BPM Solution Intent Repository*. In the
example shown, we model high-level business
capabilities & processes to encourage Domain-Driven
Design. This improves business agility, helping
prioritize backlog items – for example, segmenting
systems according to business function.

MODEL
PAVE THE 
RUNWAYS UX

IT/O
T

*EA/BPM Solution Intent Repository (SIR) tool (e.g., ARIS) represents artifacts as ‘building blocks’

DETAILED PEOPLE / PROCESS / RISK DESIGN: Cross-
functional teams work together to pave BIZ, UX, and
IT/OT runways. In the example shown, we create
detailed technical processes (e.g., BPMN) with related
risks & controls. These provide enough context for
features & user stories to help realize enhanced BDD**
testing (especially for non-functional requirements
e.g., security, safety, reliability, privacy…)

**Behavior Driven Development (BDD) discusses the use of GWT (Given-When-Then testing format

Design/Arch/ 
Engnr.

DETAILED ARTIFACT DESIGN: Cross-functional UX +
IT/OT teams work together to create detailed designs
and engineering specs – for example, user interfaces
(e.g., wireframes & CSS frameworks), microservices,
“standard stack” infrastructure components.
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Dana The Driver

Use runways for 
execution on next page

1

12

13

Microservice 
design

BIZ

EXECUTE
Build/Test

COMPLIANCE

Cross-functional teams use SIR* modeling 
to create cross-domain intentional 
architecture & re-usable assets

ALIGNMENT

SCALABILITY

https://www.scaledagileframework.com/domain-modeling/
https://www.scaledagileframework.com/solution-intent/
https://www.scaledagileframework.com/behavior-driven-development/
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Continuous Integration with Model-to-Execute (M2E)3
Runways are “used up” to build and test components with a higher quality Behavior-Driven 
Development approach.  Interoperability between components and agility are improved as 
intentional architecture vs. emergent design are balanced.

Leveraging architectural 
runway assets, developers 
build UX, software and 
hardware components.  
Some components may be 
fixed and governed by 
intentional architecture (e.g., 
Oracle 9i secure high-
availability clustered docker 
container, OpenAPI 
standards) and others are at 
developers’ discretion 
through emergent design.

MODEL
BIZ
UX

IT/O
T

Components are built and 
tested in small batches, 
using “Given-When-Then” 
(GWT) formatted tests, 
derived from the User Stories 
as part of a Behavior-Driven 
Development (BDD) 
approach.

Design/Arch/ 
Engnr.
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15

USE THE 
RUNWAYS

Microservice build / test (low-code)

JPA

© MapStruct (mapstruct.org)

EXECUTE
Build/Test

Runways paved on 
previous page

QUALITY
higher quality tests flow from stories written by 

cross-functional teams, who use cross-functional 
processes, traceable to risks & controls

balancing intentional architecture 
vs. emergent design

INTEROPERABILITY

AGILITY

Deploy

https://www.scaledagileframework.com/agile-architecture/
https://www.scaledagileframework.com/agile-architecture/
https://www.scaledagileframework.com/behavior-driven-development/


© 2020 Lean Scaled Architects 8

Operate/ 
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Operation 
Readiness

Deploy/ 
ReleaseBuild/ Test

To recap:  in 1st gear, we 
conceptually expanded 
“DEVOPS” to include 
business architecture. In 2nd

gear, we ”paved the runway” 
to create enough re-usable 
assets needed to improve 
testing quality, lower tech 
debt, and speed up future 
design efforts. In 3rd gear, we 
benefit from the runways by 
aligning process steps to 
specific microservices and/or 
applications, improving agility 
and scalability.

Just like an airport runway, 
the BIZ.ARCH+DEVOPS CDP 
runways must be maintained.  
In 4th gear, we maintain the 
IT/OT.ARCH runway to 
control technical debt 
through ongoing Application 
and Technology Portfolio 
Management, planning 
retirement of redundant 

and/or non value-added 
applications, APIs and 
microservices.  This is done 
in context of business 
processes and capabilities –
which are maintained as part 
of the BIZ runway.  It’s also 
important to maintain the BIZ 
runway – which serves as the 
“source of truth” for ongoing 
operations as product 
improvements and 
maintenance is done.

Runway maintenance can 
also be automated, using 
Solution Intent Repository 
tools such as automated 
process governance (e.g., to 
maintain processes), and 
summarizing data into 
dashboards (e.g., to 
understand up-to-date 
application value).

Maintain Runways for a Healthy Product Portfolio4
Ongoing BIZ.ARCH+DEVOPS maintenance is needed to ensure 
quality runway for future product enhancements and variants.

th
gear

MaintainDesign/ 
Arch/ 
Engnr.

Strategy & 
Mkt Dev

v2.0v2.0v2.0

Process upgrade App upgrade API upgrade

IT.ARCH Runway

BIZ.ARCH Runway

Control Tech DebtOngoing Product Ops, 
Maintenance & Compliance Maintain Security

https://leanscaledarchitects.com/service-spotlight-automated-process-governance/
https://leanscaledarchitects.com/lsa-home/services/ea-bpm-custom-solutions/service-spotlight-automation-dashboards/
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Lean Scaled Architects specializes in 
delivery of SAFe® and “SAFe for Architects” 
training, and helping organizations assess 
and improve lean BIZ.ARCH capabilities 
with EA/BPM custom solutions. 
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