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Abstract

Even though themounts ofinformation in enterprises areapidly increasingt does not directly

provide the organizations with competitive advantages. A paradox of the Information Age is that while
information have never been availablesnch vasamounts as now, theastvolumehas causedhe
organizationgo lose sight of theverallpicture; what is required is a way to enhance and mantge
information to provide a coherent visioffhis can be described as Coherency Management.

Thisthesis examinelow the novel concept a€oherency Manageme{CM)can be enhanced based on
pragmaticproblemsidentifiedin a complexenterprise Carlsbergwhichis currently undergoing major
standardization transformatiarprovidesa unique opportunity toassesshe standardizatiorprocess
andthe effect on the enterpriseThe empirical data obtained @alyzedo enhance the Coherency
Management concepdescribed inDoucet et 8l12009) advancing ito cope withthose problems found
G2 0S AyaAiARS /aQa aoz2Lis

On the basis of the identifteproblems and findings in the thesisCM framework has been developed.
This frameworkepresents a more pragmatic view on CM, &ath be implementedh an enterpriseéo
introduceCMthere. In addition, the framework calpe utilized as a foundation fohe further
development of the concept

Thethesis assertthat: Coherency Managemeshouldonly to a lesser extend possafomain specific
knowledge it should not be included in the Enterprise Architecture disciplarelit should only concern
the improvement of cooperation between the departments and programthe enterprise- by using

the three modes for architecture

The thesis also discusdesw the scope o€oherency Managemeig best determined and the
differences between CM and Enterprise Architecturbe paper concludes by elaboratimg the
findingsof the thesisand discuss if the problem statement has beseirfficientlyanswered.
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Introduction

¢In the coherent enterprise, information is focused and complete, enabling managers to take real, swift,

and certain action. They have a magic arrow that pierces only the precise pieces of knowledge required

and delivers it to them in a coherent vision. It iscmmore than technology; it is procedures and

LIN} OGAOSa GKIG S@2t@#S 6AGK Iy SYyidSNIINRARaSQa ySSRa

Which enterprisevould not want toobtainthe above?Topossesshe holisticpicture oftheir
organization anabtain the exact information required to reachuglified decisions qukly. Yet, a
paradox with the Information ge is thatalthoughinformationis generated in vasamounts, itdoes not
necessarily bring more coherentythe enterprise More information on how things are dongnot
equivalentto moreinformation on how they overall fit togetheEor information to be a strategic tool,
and thus provide competitive advantagéise informationhas tobe captured and comply with
formulated rules, sinformation can be compared across departments anograms.

Therequirementsstated aboveare dealt with by many disciplines. Enterprise Architectareates
organizational transparendyy the planning,capturing and storing of information, albeit this is mostly
for the IT area Business standardizati@tandardizeshe processes to be comparable between
departments, but with a focus on the business area of the enterprisaat is required is a discipline
aiming to advanced alignment, agility and assurance with a focus on the overall enterprise and not a
specific area.

This thesis will examine the concept of Coherency Management descrif@ducet et a12009).To

enhance the concept, an analysisGdrisberg current organizational transformation will be conducted,
which will result in a set of recommdations. These recommendations are then utilized, to identify
problematic areas for which Coherency Managentarbe applied. The result is both a set of
recommendations for Carlsberg regarding theiganization transformation, anan enhancementof

Coheency Managemenii 2 O2LJS gAGK /NI Aa0SNBQa OKIffSy3aSao

Besides the focus on standardizing information, we have realizedtibaiontentsand executiorof an

initiative is much less valuable if the discipline iskiadwnin an enterprise; even through mosof the

G2N] A& LISNF2NN¥SR 6A0GK2dzi G K $Bhe adladdeds @kl supporhi®e y 2 F SE
essential for the success of an initiatillecause stakeholders know thaiprovements are made tthe
organization(in areas they mighfind unsatigactory) which entails improved organizatiahtrust. As a

result, both the recommendations for Carlsberg and the enhancement of Coherency Management
incorporatethis knowledge

! (Doucet et al, 2009, Foreword by John Herhalt)

% (Ggtze& Christiansen, 2007) concludes that most EA program are $tiéirdby the CIO / IT Department and are
technical focused.

% At least this was the case in Carlsberg.
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As theamount ofinformationin organizationgontinueto rise, the importancef coherencywill be
stressed even more. The question for the semi@nagerds: How do we ensure, that the results from
the information age is to our advantage?

This thesis willell how thisquestioncan be answered by the utilization of the Coherehtdnagement
discipline

Acknowledgments
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Note that this is the published version of the thesis. The main differences between the version handed
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Reading Guidance for the Practically Oriented
The thesis is aimed at meeting both the interest of the academicatlytlze practically oriented. A
reading guidance is therefore provided to assist the practically oriented reader.

The reading guidanaemphasize the main areas of focus in étthesis for the practical application of
Coherency Management.

For the practitbners of Enterprise Architecture (EA) and others who want to understand how Coherency
Management (CM) can be used in practise recommend focusing on the followisgctions in the
thesis
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1 Preliminary sections
0 Introduction [p. 1]
0 Scope of the Thesis [p} 5
o Definitions and Acronyms [p. 5]
9 Introduction to Carlsberg [p. 1d421]
1 Current situation analysis of Carlsberg
o Practitioners of EA may read the analysis of EA in Carlsberg{89%7
0 Analysis of the chosen IT Goveraapproach in Carlsbelfg. 89¢ 95|
0 Ten identified problem areas in Carlsberg [p. §129]
9 Introduction to Coherency Management concept model [p. 1385]
0 The components in the CM concept model [p. 4388]
o Implementing Coherency Management in Carlsberg [ 569]
Applying CM concepnhodel on the problems in Carlsberg [16Q77]
Comparison of CM in this thesis with CoMOF from (Douchet et al, 20099 [1581]
The developed ExCoM framework [18289]
Recommendations for Carlsberg [1©192]
The discussion chapter might have topi€snterest of the practitioner [194 205]

= =4 =4 4 =4

Background and Problem Formulation

As described in the introduction, the purpose of this thestaisfold: First off, the thesis wipirovide
Carlsbeg with a set of recommendations, on the basis of the problataatified during our interviews
and analysis of thenterprise Second, these recommendatiogsombined with the relevant theorg
will be utilized to enhance the novel concept of Coherency Management.

Our cooperation with Carlsbettgas made ipossibleto assesand obtainknowledgel 6 2 dzi / | NI & 6 S NE
standardization initiativén the focal point of the organizatioifhe analysis of this knowledgas

provided aunique possibilityfor usto enhancethe concept of CMand make it more pragmatic, by

exploiting our knowledge ahat works well and not so wellfor Carlsberg

To provide the recommendations, an analysis of Carlsbé&grent situation will be conducted:his
analysis will includa comparison between wat the literature recommends, and what Carlsberg is
currentlydoing. Theperformedanalysiswill lead to a set of recommendations, which will be directly
applicablefor Carlsbergo implement These recommendations wilen be combined with the chosen
literatureand result in the construction of a Clkmework which will exploit the experience gained
throughout the work with Carlsberg and the theory found to be contained within the CM Aft.
these parts are completed, the problestatementof the prgectis answered.

The problenstatementis:

2 KAOK LINROf SYa MrésantsiandadrdizatibriiniiitivepaBd\iaie the options for
solving then?
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How can Coherency Management loéilized to understandthe standardization initiative and be
enhanced as a concept, based time identified problemsin the Carlsberg case

Delimitation
The following areas are found irrelevantless importanto answerthe problemstatement

An exhaustive analysis of talue Carlsberg gains from theirganizational structure is considered
outside the scope of this thesiShe organizational structure is examined in detail regarding the areas
requiredto answer our problenstatement but a complete analysis of how Carlsberg is structured and
their reasms for this construction is omitted.

Abroadanalysion the currentbusinesgerceptionof IT in Carlsberg is not included in this thekis
assessed that to obtain the average perception of IT in Carlsberg, the analysisistolvie the
collectionand processing of empirical data for more than 15 persons fronotanization Although
the area is exploretly interviews and emailsn exhaustive analysis would requadeavyuse of
surveysandtake too much time considering tHecus ofour problemstatementand thetime span of 6
months.

'y AYRSLISYRSydG lylrtfteara 2F GKS 2@0SNItf YIFdGdaNRGe f
data gathered during our interviews only concerns the areas which are directly related to the Carlsberg
present standardization transformation. As a result, the maturity level and the underlying perception of

this maturity level are only applied to the areas which are relevant to answering our prebééaement

The collection of empirical data conduct an anlgsis onthe maturity level for the whole enterprise

would require too much time considering our time span of 6 months and the problatament

An exhaustive analysis of tineovement of Enterprise Architecture frobeing placed in th®usiness

Application department to the Project Management Offis@asomitted. This delimitatioris due to the

movement happened cloge the deadline for this thesis and an exhaustive analysis therefore was

impossible to conduawithin the limited time availableC dzZNJi K SNE (G KS (2LJ Yl y Il 3SYSyi
regarding EA has nbeen analyzed to a greatextends This is due tthat the time span of 6 month

only allowed a certain amount of gathering of empirical dateere the thesis focuis more on the

experience fom employes whichwork with the analyzedareas, such as Enterprise Architecture,

Business Standardization etc.

The mindset that the employees in an enterprise do not want to implement Coherency Management
because the implementation migklisempowerthem s rendered outsidéhe scope of theéhesis. The
thesis assumes that the employees in an enterpnseld not resist the implementation of Coherency
Management, if it was found to be for the greater good of the enterprise. This reason for the
delimitationis because the aim of the thesis is to enhance the CM concept, and not provide an
exhaustive analysis on how to implement CM in the enterpifigice that it is only the implementation
of Coherency Management that incorporates thigidset. The enhancemenof CMand the resulting
frameworkdoes rot follow this naive assumption, and will e.g. see if employees are misaligned
regarding where they work or communicate.
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Anin-depth analysis concerning thfeinctionality of the business processes selected inBhsiness
Standardization PrograBSP) is not conducted. An exhaustive analysis will be conducted regarding
how the program influence the enterprise, the approach chosen, the methodology used and the
enterprise alignment resulting from the BSP implementatidhe reason for not examining the
functionality of the business processes are becausg little information has been available on the
subject. It would have been impossible to provide a satisfactory analysis on the business processes,
based on the amant of informationobtainable

Scope of Thesis

The literature chosen for this thesis have been selected baseis$ oelevance to answer the problem
statement, andts popularity or assessments in the community of teeearchfields. To answer our
problemstatement an analysis of the five areas below is required. These areas aretfmaffdct or be
affected by the standardization of Carlsberg.

Enterprise Architecture

Business Processes ManageniStandardization
BusinesdTalignment

One Carlsberg l@nd the associated operating model
The IT departmenin Carlsberg

= =4 =4 4 =4

An analysis of these five areas will contributeatswerthe first part of the problenstatement Which
LINEOf SYa SEA&G Ay /NI &aoSNBQa LINSaptoysidorsbliingy RF NRAT |
them?To conduct the analysis, literature relevant to analyzing these areas will be included in the thesis

To answer the second part of the problestatement the theory ofCoherency Management in (Doucet

et al, 2009) is included. Thiseory and the identified problems will answer the second part of the

LINR 6 f SY RBW dayGoliefeBcy Managementuidized to understand the standardization
initiative and be enhanced as a concept, based on the Carlsberg case and the probfeindideA S RK €

Definitions and Acronyms
The following terms are used in this thesis:

1 BRM, Business Relationship Manager
1 KAM, Key Account Manager.
1 PMO, Project Management Office

As the role of Key Account Manager has changed during the writing of the tlnesile will be

referred to as BRM. The BRM role is basically equal to the KAM, but with more economic accountability.
In addition, the thesis will use the term company and enterprise to refer to an organization created for
business ventures. As a restilte meaning of the terms organization, enterprise and company are
equivalentin each chapter if nothing else is specified.
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The usage of the terrhigh leveldescriptionrefersto the description of theop levelgoals andverall
systemic features. The tertow leveldescriptiorrefers to the description of the individual components,
and rudimentary functions rather than complex overall ones.

In the context of describing the management and conduction of a program or discigi@e/ord
function is used. For instance, tliM functiondenotes those responsible for managing CM, such as a
CMfunction.

The termdisciplineis used for a nottime-limited program in an enterprise, which contains a set of rules
and regulations for itpractice.
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Thesis Methodology

An illustration of theprocess of thevorkingmethod used isseen inFigurel. The process show the
workingmethod spli into three overall parts.

Progress in the thesis

Part 1: Case Study and Literature Review

Possible
feedback loop
from part 2

Literature
Review

Case Study

Empirical Data
Structuring

Business
Process
Management

Coherency
Management
(CM)

Business-IT

Enterprise
Architecture

Alignment

Part 2: Analysis

Carlsberg
Standardization
Initiative

Current
Situation
Analysis

Interpretation of
the CM Theory

Existing
Problems

Solutions on
Problems

CM Adaption
and
Enhancement

Concept
Theory
Enhancement

Part 3: Discussion and Conclusion

Discussion
and
Conclusion

Perspective

Figurel: The methodology used in the thesis process.
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The three parts consist of the following sub processes:

Part 1:Case Studwnd Literature Review

This partconsists of two tracksCase studandLiterature review The trackCase studis the gathering

of empirical data through interviews. The areas covered by interviews in Carlsberg and the structuring of
the empirical datareinfluenced by a feedback loop from part 2.

The second track in this partligerature reviewwhich reviews the literatureelevant to answer the
problem statement The review of literature is done in correspondence with the intended usage of the
theory. A feedback loop from part 2 can influenbe number of literature sources, theoreticareas
covered and the extent of literature usage.

Part 2: Analysis

This part consists of two tracks which are merged into a single traglent situation analysis of
Carlsbergnd Interpretation of the CM thay. These two tracks are merged into a single track,
Coherency Management Adaption anthBEncementIn the trackCurrent Situation Aalysis of
CarlsbergCarlsberg is analyzed in the context of the current standardization initiatives using the
theoretic aeas covering the different initiatives. The problems of the standardization initiatives are
discussed and solutions for thepeoblemsproposed.

In the trackinterpretation of the theorythe available Coherency Management (CM) theory is analyzed
and male more applicable for the cad®y making an interpretation of the theory and developing a CM
concept model.

These two tracks are combined into the tracgherency Management Adaption anthBncement This

track combines the results from the two precedingdks to utilize the CM concept model on Carlsberg

for an enhancement of the CM concept maodel. This leads to recommendation for Carlsberg on how the
CM discipline can benefit the enterprise.

Part 3: Discussion and Conclusion

Inthe final partof the thesisiwo sequential tracks are conductetl) Discussion andddclusion and2)
Perspective The trackDiscussion and conclusioantains a discussion on tHi@dings in the thesighe
usage of the CM concept model and the enhancements of CMryheo

In the trackPerspectivethe thesisfindings and the enhanced CM concept are put into perspective.

Circle of Exploring, Learning and Developing T heory

A feedback loop is shown dfigurel from the second part to the firstThis feedback loop shows that
the work process has not been a linear but a cyclic proc@ssfindingsof part 2 havebeen used in a
seconditeration of part 1

Case Study Methodology
The foundation for this thesis is the empirical data gathered through a case study on the company
CarlsbergThe @se study serves as the underlying basis for a study of existing coherency in an
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enterprise, the application of the concept Coherencgridgemeni{CM)and an enhancement of the
concept.

Ascase study methodologye one fromw 2 6 S NIi  Chs¢ Stady ReBearth: Design and Method
(Yin, 1989have been used. The case study method was used as the research sbhetaggean
explorative approach was assessed to be the most appropriate for covering the new concapti<CM.
has been based on the comparison of the different research strateg{@srnn1989chapter } and the
classification of case studies for the type oplexative research as being the aim with this thesis. This
would explore on the current usage of Coherency CM in a case and how the concept theory fit the
findings from the case.

The research desigused for this case study has been an embedded singtestady with focus on the
five componentof the research desigfYin, 1989p. 29:

I dd0dzReQa ljdzSadAazyas
Its propositions,

Its unit(s) of analysis,

The logic linking the data to the propositions and
The criteria for interpreting the findings.

a s~ whPE

The chotes made for these components will not be covered in more details. A single case study was

chosen due to the assessment of a high need of deep insight into a given case and atisherg
case contained highly ambitious initiatives being prepared aiticied.

‘LY 6, AYEI MdydS LI HTO AresdiBhidSsighiDtke IdQi6 thak kS thd data ® BeF A y S R

collected (and the conclusions to be drawn) to the initial questions of a study. Every empidigdilast an implicit,
if not explicit research design.

ay



Udy andrlierature iseview,
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Introduction to Carlsberg

This section will give a historical perspective on Carlsberg to highlight the origins of some of the
problems identified in the previous sectiorgissection will also describe how Carlsberg is structured
andprovidea general introduction tolte case company. The overview will focus on the areas which are
related tothe problemstatement

History

Carlsberg was founded 847 byJ. C. Jacobsefhe initial strategy of the company was to sell beer
inspired by foreign countries to the Copenhaggdtizens, which at that time were used to drink another
softer type of beerThenew beer became a successid over time the company expanded into the
whole country.

After World War Il, and especially since the late 1Q@Darlsberg began to establishdogroduction in
foreign countriesThis establishment was done by mergers and acquisitions with other breweries,
where operations in the local marketgere left local with limited cooperation acrossarkets. This can
be seen in contrast with a more aggsive strategy to replicate the Danish Carlslimrginessmodelin
each local marketAs a result ofhe decision to leave the operations local in the acquired markbes,
acquisitions and mergers have increased the overall complexity iartf@nization A new acquisition
means new business processasd new ways of doings things whialhadd to the overall portfolio of
company operations.

Carlsberg Today

Today Carlsberg is the fourth largest brewery in the world, operating at about 150 markets and
competing with over 500 different beer brands. The organization employs around 45.000 people
worldwide on three different continents. The main market for selling beer is Northern and Western
Europe, Eastern Europe and Asia where 62% of the revenue comeEdsiarn Europe. As the

numbers might indicate, having a largely fragmented organization with little or less cooperation across
the different business unitdinders operational transparency and makes the organization slow to adapt
to external changes. For Carlsberg, increased competition in their various markets combined with
increased competitive pressure and trade consolidation, have forced the organimati@more agile,

or as the business units in Carlsberg definesnitarter, faster and leaneft could be argued that this
problem should have been identified before, yet for an understanding of why the problem still @xists,
isimportant to note thatone of the basic cultural assumptidr{Schein, 2006n Carlsberg have been a
great degree of freedom within the different business units and for the managers in charge. A change to
standardize the organization and create a common shared architeaodeas a result comply to shared
principles and rules, would not only be expensive considering the size of the company, but the
challenges the company face would also have to be quite large to start such a program with the current
culture.

® Inspired by (IT game plan, 2009, p. 3.)
® (Schein, 2005)
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The Srategy

Currently the overall value drivers for Carlsberg are to improve competitiveness and earnings in
Northernand Western Europe, ensure profitable growth in Eastern Eyrape build a growth platform
in Asid. Recently Carlsbetpsdecideddealwith the issues atlined in the previous sectiowhile
concurrently supporting the overall value drivers. To solveidheesand challenges, the solution is to
makethe business and IT processes to be the common motor acro®uttieess side of thbereweries
andthe ITorganisatiofl. More specific the chosensolution is td:

1. Establish a common European solution, infrastructure and support.
2. Standardize and harmonize data, processes and organization where it makes sense.

3. Realize the value from being a large global playet at the same time take advantage of the
value generated from the local brands and knowledge of local market conditions.

To accomplish the value realizatid"(oullet point), Carlsbergnalyzes and identifies areas where
synergies exist between theaiial Carlsberg brewery and the local acquired/merged bréxgel he
principle is to respect the local culture, national differences and vgduerated from the local brand,
combined with the advantages of being part daegegroup which have access to the standardized
solutions, best practice and international marketing powees a global company. Carlsberg refers to
this as the GloCal approdchand we will continue to use this terminology in the rest of the thesis. The
strategy mentioned will make Carlsberg:

1. Faster, as a result of process optimization.
2. Smarter, as a result of increased knowledge sharing across countries

3. Leaner, as a result of focusing on value adding activities and a reduction in cost through
economics of sle.

standardizationnitiative.

The Tactics for the Standardization | nitiative

While the previous section descrithéhe strategy for moving Carlsbeiga desired direction, this
section will gdurther into detailson how Carlsberg will realize their strategydimplement the
standardizaibn initiative. Threedisciplines are initialized tmeetthe goal of the standardization
initiative and make Carlserg meet their goal to move from being a predominantly multinational
operation towards being a truly global company.

"TYy20KSNI Ol fdzS RNAGSNI Aa G2 RSOSE2LI NBIf Sadl dSs odz
® FromCarlsberg slide with informaticabout EA, BSPd One CIT (Carlsberg Standardization Overview, 2009)

° From(Carlsberg Standardization Overview, 20Q8) gameplan, 2008ind EA documents.

1% Marketingpowers could be international campaigsponsorships etc.

1 A combinatiorof being both global and local with the prefix from global and the suffix from local.

¢CKS 20SNIff az2fdzZiazy G2 a2t0S8 G(KS O2YLIyeQa LINRGE

i K
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The three initiativegontainedin the standardization initiative are

I TheBusiness standardization program (BSP).
9 One Carlsberg IDOedT).
1 Enterprise Architecture (EA).

Each initiative hags distinct goalsand they are not all anchored in the samiepartment This

introduces some difficulties which we wilaborate on later. For now, it is worth noticing that there is

an overlap of interest and functionality in BEReCIT and EA which introduce some risk of work
duplication and alignment problems. Beside these three initiatives, the IT department is also responsible
for consolidating applications and data which caxcur in parallel with the BSP. A high level description

of the three initiatives will be given below.

Business Standardization P rogram

The goal of th&SHSs tointroduce a processentric view in Carlsberg and standardize the different
processes to suppbthe company strategy. The standardization will align with the overall strategy of
becoming the fastest growing beer company in the world, because it will make Carlsberg faster, smarter
and leaner geethe abovesectionabout strategyfor a clarificationon these termpg

Besides thegyoal ofstandardization, the BSP also aims to create operational excellence through the use
of internal and external best practices. By creating the necessary transparency and integrated end
end processes, the BSP will mélkggossible to optimize and focus on the most vahdtding operational
areas®. The geographical scope of the BSP includes the following countries: Denmark, Sweden,
Germany, United Kingdom, Finland, Norway and Switzerland. The process scope of thed@$bfis

the business processes in the various countries, with different grades of standardization depending on
the operational area. The initiative is anchored in the business unit and the implications for the
different areas aré”

9 Organization: The Orgiation structure will change withgome functions. Some employees
will change work place, job, responsibility and some activities might be superfluous.

91 Processes: The work will be the same, ibutill be done more efficient.

1 Governance: Individual catries will no longer be able to change the process independently.
Responsibility will change as a result of the new business models.

i IT: Many systems in the countries will be replaced with a common solution. IT system language
will mostly be English.

TheBSP wilbe implementedn several iterationsEachiteration consistof four phases:

1. Preparation and high level design.

2 Inspired by(BSP charter, 2009. §
13 Inspired by(Carlsberg Standardization Overview, 200930
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2. Design.
3. Build and test and.
4. Roll out phase.

The deadline of the first iteration the 20130f second quarter. The design phasewhichCarlsberg is

at the moment, is scheduled to be completed in January 2010. To assist in the ongoing decision making
and issue handling during the phases, several boaagle beerestablished This will be elaorated

further in the busines# alignment section.

Carlsberg have identified several critical risk factors where the most important are:

Country management resistance may hinder program progress.

Cash flow problems may force the top management to give the program lower priority
The langth of the program can make it tthto keep focus and motivation.

Theapproachin the BSFhecomes IT driven and not foagson realizing the
people/organizational tnsition.

Risk of taking the wrong decisions duddok of BSP history and insight.

1 Localincentives contradicting the BSP objectives may lead to btakers working against the
BSHnitiative.

=A =4 =4 =

=

In summary, most of the problems emerge from #raployeeswhich are affected and manage the
program. TheeJN2 3 Ndng¥ifieispan cross country codalination and the huge impact on the work
areas in the organization are highlightas the most critical factoré risk matrix describing the
correlation between the likelihood of a risk and the impact the risk has on the project can be found in
Appendix A

One Carlsberg IT
In contrast toBSPthe initiative One Carlsberg IDfeClIT) is anchored in the Idiepartment The goal of
the program is to:

1 Understand how all IT functiorf$7 in Europgwork today.

1 Identify which processes will be needed in the future, when Carlsberg IT is working as one
organization.

1 Analyze how all IT functions will need to transform to work as part of one common operating
model.

1 Analyze how Carlsberg IT agperateas one global organization.

The analysis performed {@ne Clwill result in an operating model, which will be the future blueprint
for how Carlsberg Ifuinctions It will provide governance transparenayho deades whaj, process
overview fiow do | work and work with otheysstructure overviewwhere do | fit irand, who is
accountablg and metrics and reportingvhat are my success factyror the IT unit. To implement the
operating model, the IT departmentilvdevise an implementation plan and will manage the
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implementation themselves. CurrentligAdplanning & capabilityand 6EA governanges a component

in the operating model. As a result of this, EA is embedded in tlegdrtmentas decided by the IT
operating model It should be noted that the operating model is utilized to show how Carlsberg can have
onesingle ITdepartmentwhich contains all the necessary processes to cover the requirements of the
stakeholders. It is not a model for how every sinl department in Carlsberg should be structured, but

a model for how they can work together @functionas one. This implies a great deal of cooperation
across the different units, as they separately fill some part of the operating model. As a fesult, t
operating model also contains a set of governance rules.

Enterprise Architecture

As EA is a component in the IT operating mode, it is anchored in the IT depar@adsberg has
chosen to base its EA work on a combination of a tailored TOGAF framawbfOGAF methodhe

EA function is Carlsberg has existed for about one yégure2 describes which drivers Carlsberg have
found to be the most important for having an enterprise architecture discipline.

e s )
1) Create transparency and traceability 2) Sustain knowledge
® Baseline what we have, what it does, ® Adopt TOGAF architecture framework.
and how much it cost us. ® Create a single architecture repository.

® Use templates & standards.
® Communicate to stakeholders.

® Store, maintain and share the content.

5 - J
. '@ i
3) Sustain benefits 4) Simplify IT environment
® Keep system landscape simple and up ® Create and support transition plans.
to date. ® Retire business applications and
® Perform proactive architecture Streamline remaining applications and
engagement with the business. underlying infrastructure.
® Embed the Processes and KPIs for ® Deliver cost benefits.
architecture management in future IT
setup.
‘o J G J

Figure2: Drivers for Enterprise Architecture in Carlsbétg

The first driver igo createtransparency andraceabilitywhich is achieved by having accountability for

the communication with stakeholders, establishing an overview of the owned resources and by the use
of standards andemplates. The second driver isgastainknowledgewhich is achieved by agting

the TOGAF framework and using it to establish a single architecture repository for storing and sharing
content. The third drivero sustainbenefits is achieved by taking a more proactive approach to

communication with the business, and by havig@ S RRS R I NOKA 1 SO0 dzNE LINRE OS &

1 Inspired by(Carlsberg Standardization Overview, 200957%.

a S
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fourth driver is tosimplify the IT environmethly creating transition plans and streamlining the
application portfolio.

In summary, the overall objective of EgAsimplification of the drive)ss to:

1 Provide the big picture of the organizatioy documenting existing artifact®) enable
stakeholders to make qualified decisions regarding example technology-ofégleor retirement
of business applications.

9 Establish a closer communication with the megsis, by handling business requirements,
technology infrastructure requirements and give feedback on the possibilities to meet these
requirements.

9 Establish and enforce a set of standards and principles, which retains and aligns the architecture
to meet the business requirements and company strategy.

EARoles
To implement these objectives, a set of roles are identified, where each role has a certain list of
objectives and responsibilities. A complete overview of the different roles, and a matrix of eesh rol
responsibility can be found i\ppendix B, EA Governase RACI The roles in Carlsberg which are found
to be most important argwhere the numbers in the parentheses show how many people are currently
fulfilling a given rolg

1 Enterprise Architect (6
Technical Architect (B)
Solution Architect (4)
Enterprise Architect Manager (1)

IT Architect Manager (1)

= =4 =4 =4

The current responsibility for each role is described below

Enterprise Architect
The enterprise architestmain responsibility is to align the business strategies and IT strategies to
secure the correlation of initiative to fill the gap between theldand To-Be in a consistent mamer.

Solution Architect
The solution architect is to assist in the procesdadiing the business requirements and giving input
into the IT portfolio planning and prioritization process.

TechnicalArchitect

The technical architect is to handle and coordinate the infrastructure and technology in consistency with
the IT and busings strategies and ensure that change is approved, coordinated, documented and
executed according to procedures.

Enterprise Architect Manager

The objective for the enterprise architect manager is to align IT capabilities to the business drivers, goals
andobjectives by defining target architectures driven by business need for standardization, integration,
flexibility and agility.
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IT Architect Manager
The IT architect manager is assigned to lead the development and maintenance of the IT architecture
andmanage the delivery of technical solutions.

EA Planning & Capability

The roles described in the previous subsection targeliver, among othethings a future state
blueprint for moving the company inspecificdirection. Thisareto alignthe businesstrategy with the
IT-strategy andn extend moves the Idepartmentin a direction desired by the business.

Figure3illustratesthe EA planningrocess with the embedded phases.

EA Planning
Target state B Colleci AS:I? | Define fé-BE b ([ Develop roadmap )
Identify EA direction | Analyse current Align business Develop EA roadmap
1 business strategies and
B - Develop L L principles - Include IT initiatives
recommendations ‘ Incorporate solution
target ‘ blueprint Develop future EA | Publish to board.
Document target state Document AS-IS Document TO-BE

Training and communication

Develop traning
Coordinate EA community
Communication to stakeholders

Figure3: The EA Planning process in CarlsBarg

As illustrated irFigure3, the EA planning capabilityprocess consists of fiyghases. The target state is
the overall state which Carlsberg want to achieve. Thés/amd TeBe is thecurrent architectureand

the architecturewhichthey want toachieve in thecurrent EA cyclagespectively The objective of the
developroadmap phase is to develop a transition plan for gettiogrf the Asls to the TeBe state, and,
as a resultincrease the company alignment towarthe target statewhich is a more concrete version
of the future statg. Last, the objective for the training and communication phase is to ensure an
internal*® coordination, an external communication and that the necesgagple skillgs in place to us
the new architecture. It should be noted that the EA Planning is a cyclic activity where a suladkenf
the phases are repeatetbntinuously The roles and phases are vargecisedefined,but the process
and governance of the actual execution bétphases are not.

When comparing Eith BSP and One CIT, which are focused on delivering a specific product at a
specific timeEAin Carlsberg has a more continues and supporting role, to assist the current enterprise,

*Inspired by Carlsberg Standardization Overview, 20089)
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and their ongoing initiativespiachieving a result which complies with the target state, devised
principals and standards. Furthermore, EA provides the holistic picture of the organization, which
enables stakeholders to make qualified decisions regarding example technologyffade

Standardization O verview

Figure4 providesa summary of the standardization initiative in Carlsberg. The figure describes how the
current overall strategy aligns with the standardization initiative from the strategy lewbEto

operational level.

Figure4: A holistic view of the strategy alignment and the standardization initiative.

As seen ifrigured, the overall strategy is the driver for the standardization initiative. The
standardization initiative then consists of the three disciplines: BSP, One CIT and EA which affects and
are affected by the IT function and the enterprise as a whole.

BSHSs targeted at how the organizations objectives are achieved through improvement, management
and control of business processes. One Carlsberg IT is targeted at understanding how the IT function
works today, are which changes are required to meet the sgpatebjective of being a truly global




























































































































































































































































































































































































































































































































































































































































