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01 T H E  A N C H O R I N G  P R O B L E M

Why Transformations Lose the Plot
Most transformation programs do not fail for lack of ambition, budget, or effort. They drift because the work

gradually detaches from the business it is meant to change.

A transformation typically begins with a strategy: enter a new market, digitize a channel, simplify the cost base,
modernize the core. That strategy is then translated into a portfolio of initiatives — programs, projects, platform builds,
reorganizations. And this is where the plot is usually lost. The translation happens in the language of projects (scope,
milestones, budgets) rather than in the language of the business itself (what the enterprise does, for whom, and how
well it needs to do it).

Without a shared, stable description of the business, several things quietly go wrong:

A transformation can only be steered against something that does not itself keep moving.
Strategy statements change; org charts change; project portfolios change constantly. What the
business fundamentally does changes slowly — and that is what makes it the right anchor.
T H E  C O R E  A R G U M E N T O F  T H I S  G U I D E

Business architecture supplies that anchor. It describes the enterprise in terms of its capabilities (what it does), its
value streams (how it delivers value), its operating model (how it organizes to do the work), and a roadmap (how
change is sequenced). None of these artifacts execute the transformation — but together they give every initiative a
fixed reference point, so leaders can ask the only question that matters: which part of the business does this change,
and by how much?

Initiatives are justified by activity, not by business change. A program can hit every milestone and still leave
the underlying capabilities — pricing, onboarding, claims handling, order fulfillment — no better than before.

Everyone optimizes their own slice. Business units, functions, and IT each hold a different mental model of the
enterprise, so priorities collide and duplicated work goes unnoticed until late.

Sequencing becomes political. With no objective picture of which parts of the business are weakest and most
strategically important, the loudest sponsor wins the funding argument.

IT decisions float free. Application and platform investments are debated on technical merits, disconnected from
the business capabilities they exist to serve.
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02 T H E  R E F E R E N C E  M O D E L

The Four Business Architecture Anchors
Four artifacts, used together, are enough to anchor most transformations. Each answers a different question,

and each has a distinct job in the program.

Anchor 1 — The Capability Map WHAT WE DO

A capability map is a hierarchical inventory of everything the business does — expressed as stable nouns (“Customer
Onboarding,” “Demand Forecasting,” “Claims Adjudication”), independent of who does it, where, or with which
systems. Because capabilities change far more slowly than org structures or applications, the map serves as the
transformation’s common coordinate system: every initiative, pain point, and investment can be pinned to a location
on it.

What it contributes: a single, neutral vocabulary that business, change, and IT stakeholders can all use, plus a basis
for heatmapping — scoring capabilities on dimensions such as strategic importance, current performance, and
change appetite to reveal where the transformation should concentrate.

U S A G E  PAT T E R N  —  T H E  T W O - C O L O R  H E AT M A P  R E V I E W

Score each Level 2 capability twice: strategic importance (does the strategy depend on this being excellent?) and
current maturity (how well do we do it today?). Overlay the two scores on the map and walk the executive team
through it in a single session. Capabilities that are highly important but weak become the transformation’s candidate
focus areas — visibly, and before any funding debate starts.

Anchor 2 — Value Streams HOW VALUE FLOWS

Value streams describe the end-to-end paths by which the enterprise delivers something a customer or stakeholder
values — “Prospect to Customer,” “Order to Delivery,” “Incident to Resolution.” Where the capability map is a static
inventory, value streams add sequence and outcome: they show which capabilities are exercised, in what order, to
produce a result someone actually cares about.

What it contributes: the customer’s perspective. Value streams stop a transformation from becoming a collection of
siloed capability upgrades by exposing where value stalls at handoffs — usually between functions — and by tying
capability improvements to outcomes leadership can recognize.

U S A G E  PAT T E R N  —  C R O S S - M A P P I N G  S TA G E S  T O  C A PA B I L I T I E S

Take one priority value stream and cross-map each stage to the capabilities that enable it. Then overlay the
heatmap. If a weak capability sits under an early, high-volume stage, its improvement is likely urgent; if a planned
initiative touches no stage of any priority value stream, ask why it is funded. This one exercise routinely reshuffles a
transformation’s priorities.
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Anchor 3 — The Operating Model HOW WE ORGANIZE

The operating model describes how the enterprise arranges people, processes, governance, sourcing, locations, and
technology to deliver its capabilities. In a transformation, the crucial artifact is the target operating model (TOM): an
explicit statement of how the business intends to work after the change — what is centralized versus federated, what
is automated, what is outsourced, who decides what.

What it contributes: honesty about organizational change. Many transformations quietly assume the operating
model stays intact while systems and processes change around it — an assumption that rarely survives contact with
reality. Making the current and target models explicit turns hidden assumptions into decisions leadership actually
takes.

U S A G E  PAT T E R N  —  T H E  C U R R E N T- T O - TA R G E T  G A P  WA L K

For each focus capability from the heatmap, describe it in both the current and target operating model across a fixed
set of lenses (ownership, process, people and skills, information, technology, governance). The deltas — not the
diagrams — are the output: each gap either maps to a funded initiative or exposes a piece of the transformation
nobody has owned yet.

Anchor 4 — The Roadmap HOW WE SEQUENCE

A capability-based roadmap sequences the transformation in terms of business outcomes: which capabilities reach
which maturity, by when, delivered through which initiatives. It differs from a program plan in its unit of progress — the
plan tracks initiative delivery; the roadmap tracks capability advancement. An initiative that finishes without moving
its capability is, on this view, not done.

What it contributes: a sequencing logic that survives leadership churn and budget cycles. Because the roadmap is
expressed against stable capabilities rather than against project names, it can absorb re-planning, vendor changes,
and reorganizations without losing the thread of what the transformation is for.

U S A G E  PAT T E R N  —  D E P E N D E N C Y- F I R S T  S E Q U E N C I N G

Before dating anything, order the focus capabilities by dependency: which improvements are prerequisites for others
(master data before analytics; product catalog before dynamic pricing)? Draft the roadmap from that ordering, then fit
initiatives to it — rather than drafting from initiative wish-lists and discovering dependencies mid-flight.

H O W  T H E  F O U R  F I T  T O G E T H E R

The capability map provides the coordinates; value streams show which coordinates matter to customers; the
operating model states how the enterprise intends to work at those coordinates; the roadmap sequences the journey.
Skip one and a predictable failure appears — no map: no common language; no value streams: siloed upgrades; no
TOM: unowned organizational change; no roadmap: unsequenced spending.

CAPSTERA — CAPSTERA.COM 4



03 G E T T I N G  S TA R T E D

A 90-Day Playbook
You do not need a multi-year architecture program before business architecture starts paying for itself. Ninety

days of focused work — three phases of roughly thirty days each — is enough to anchor a live
transformation.

The playbook assumes a transformation is already underway or imminent, a sponsor at the executive level, and a
small working team: one or two business architects (or architecturally minded analysts) plus part-time access to
business-unit and IT leads. Depth is deliberately limited — two capability levels, a handful of value streams —
because the goal is steering power, not architectural completeness.

D AY S  1 – 3 0

Baseline
Scope, L1/L2 capability map, heatmap,
agreed focus capabilities.

D AY S  3 1 – 6 0

Align
Initiatives mapped to capabilities;
overlaps and orphans surfaced.

D AY S  6 1 – 9 0

Steer
Capability-based roadmap and a
standing governance rhythm.

Baseline — see the business

GOAL: A SHARED PICTURE OF WHAT THE BUSINESS DOES AND WHERE IT IS WEAK

A N O T E  O N  S P E E D

Thirty days is enough for L1/L2 because the map only has to be agreed, not perfect. A capability map gains authority
through use in real decisions, not through additional months of refinement before anyone sees it.

01 D AY S  1 – 3 0

Set scope with the sponsor. Agree which part of the enterprise the transformation covers, and resist mapping
anything outside it.

Draft the Level 1 capability map (roughly 6–10 top-level capabilities). Start from an industry reference model if
one is available and adapt the vocabulary to how the enterprise talks — do not invent from a blank page.

Decompose to Level 2 (typically 40–80 capabilities) for the in-scope area only. Validate in short working sessions
with business leads; capture disputes about wording, since naming arguments usually reveal genuine ambiguity
about ownership.

Heatmap it. Score each L2 capability on strategic importance and current maturity, using structured judgment
from the people who run the work. Precision is not the point; honest relative ranking is.

Close the phase with a leadership review of the heatmapped map. The output is an agreed set of focus
capabilities — usually five to ten — that the transformation must move.
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Align — connect the portfolio to the business

GOAL: EVERY INITIATIVE PINNED TO THE MAP; OVERLAPS AND ORPHANS EXPOSED

Steer — install the operating rhythm

GOAL: A CAPABILITY-BASED ROADMAP AND A GOVERNANCE CADENCE THAT USES IT

By day 90 the artifacts matter less than the habit: leadership reviewing the transformation
through the lens of capabilities, and every funding conversation starting from the same picture
of the business.
W H AT “ D O N E ”  L O O K S  L I K E

02 D AY S  3 1 – 6 0

Inventory the initiative portfolio — every funded program, project, and significant workstream touching the in-
scope area, with sponsor, spend band, and stated outcome.

Map each initiative to the capabilities it changes. Force specificity: “improves customer experience” is not a
mapping; “raises Complaint Handling and Customer Communications maturity” is.

Find the overlaps. Where several initiatives claim the same capability, put their owners in one room and decide:
merge, re-scope, or deliberately keep parallel efforts with a stated reason.

Find the orphans — in both directions. Initiatives that map to no focus capability need a justification or an exit.
Focus capabilities touched by no initiative are unfunded strategy: name them explicitly to the sponsor.

Publish the alignment view — a single exhibit showing the heatmapped map with initiatives overlaid. This
becomes the transformation’s standing management picture.

03 D AY S  6 1 – 9 0

Draft the capability roadmap. For each focus capability, state the target maturity and time horizon, sequence by
dependency, and attach the initiatives (from Phase 2) that deliver each step.

Define simple progress measures per focus capability — ideally an outcome the business already tracks (cycle
time, error rate, unit cost) rather than a new metric invented for the program.

Install the governance rhythm. A monthly steering review walks the roadmap capability by capability — not
project by project — asking what moved, what is blocked, and what the map says about proposed new work.

Make the map the intake gate. Any newly proposed initiative must state which capabilities it advances before it
can be considered for funding.

Hand over ownership. Name an owner for the map, heatmap, and roadmap, with a light quarterly refresh cycle,
so the artifacts stay current after the first 90 days.
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04 T H E  T E C H N O L O G Y  C O N N E C T I O N

Working with IT Strategy
The same capability lens that aligns the business portfolio also disciplines the technology portfolio. This is

where business architecture and IT strategy stop being separate conversations.

Most enterprises maintain an application inventory somewhere; far fewer can say which business capabilities each
application serves, or how well. Capability-to-application mapping closes that gap: each application (or major module)
is linked to the capabilities it supports, and each link is assessed for functional fit (does it do what the capability
needs?) and technical health (is it viable to keep running and changing?).

Laid over the heatmap from the 90-day playbook, this mapping turns abstract “rationalization” debates into specific,
defensible calls:

PATTERN THE MAPPING REVEALS WHAT IT TYPICALLY MEANS FOR IT STRATEGY

Several applications, one capability Redundancy — consolidation candidates; pick a target
application and plan migrations for the rest.

Strategic capability on a poor-fit or unhealthy application The transformation’s clearest modernization priority —
investment justified in business terms, not technical ones.

Heavy IT spend on low-importance capabilities Candidates to simplify, outsource, or move to commodity
solutions; recovered spend funds strategic capabilities.

Focus capability with no meaningful system support A white space — expect a build/buy decision; flag it early
so it enters the roadmap deliberately.

One application spanning many unrelated capabilities A coupling risk — changes for one capability endanger
others; factor into sequencing and architecture choices.

Two practical disciplines make this durable. First, express technology investment cases in capability terms: a
platform proposal should state which capabilities it advances and by how much, exactly as any business initiative
must. Second, give the roadmap two synchronized layers — capability advancement on top, application and
platform change beneath — so that business and IT sequencing are argued from one picture rather than negotiated
between two.

W H Y  T H I S  W O R K S

Application rationalization efforts driven purely from the IT side struggle to defend their choices, because “old” or
“duplicative” is not by itself a business argument. Anchored to capabilities, the same decisions inherit the
transformation’s own logic: keep and invest where the business must be strong, simplify where it does not.
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05 H O N E S T  L E S S O N S

Common Failure Modes
Business architecture fails in recognizable ways. Most of them are self-inflicted, and all of them are avoidable

if named early.

1 The perfect map that ships too late

The team keeps refining Level 3 and Level 4 detail while the transformation makes its big decisions without
them. A good-enough map used in this quarter’s funding debate beats a complete one delivered after the money
is allocated.

2 Mapping the org chart instead of the business

Capabilities get named after departments, so the map collapses the moment the organization restructures —
and inherits every existing turf boundary. Capabilities describe what the business does, not who currently does it.

3 Architecture as a documentation project

Maps, models, and heatmaps are produced, admired, and filed — but never wired into funding, prioritization, or
governance decisions. An artifact that no decision depends on will not be maintained, and within a year it will be
both stale and distrusted.

4 Heatmaps by opinion of the few

Scores are assigned by the architecture team alone, and business leaders quietly reject conclusions they had no
hand in. The heatmap’s authority comes from who scored it, not from the coloring — structured input from the
people who run the work is the point.

5 The tooling detour

Months go into selecting and configuring an architecture repository before any content exists or any decision has
been supported. Start with simple, shareable artifacts; adopt heavier tooling when the volume of maintained

content genuinely demands it.

6 No owner after the launch

The initial push produces good artifacts, the team disbands, and nothing has an owner or a refresh rhythm.

Unowned architecture decays silently — and a stale map quoted in a live decision does more damage to
credibility than no map at all.
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06 R E S O U R C E S

Going Further
Capstera publishes guides, templates, and industry-specific models that pick up where this guide leaves off

— from first capability map to a fully governed transformation portfolio.

capstera.com/knowledge-hub

Knowledge Hub

In-depth guides and articles on business architecture,
capability mapping, value streams, target operating
models, and transformation practice — useful
companions to each section of this guide.

capstera.com/free-resources

Free Templates & Tools

Downloadable working materials, including the target
operating model (TOM) canvas and the capability
heatmap workbook — ready-to-use starting points for the
Baseline and Align phases of the 90-day playbook.

capstera.com/store

Industry Capability Models
Pre-built, industry-specific capability maps and business
architecture deliverables that shortcut the blank-page
problem — adapt a proven model instead of inventing
Level 1 and Level 2 from scratch.

capstera.com/consulting

Consulting
Hands-on help applying these methods to a live
transformation — from facilitated capability mapping and
heatmapping to standing up capability-based roadmaps
and governance.

Start smaller than feels comfortable: one scope, two capability levels, one heatmap, one
leadership conversation. The value of business architecture compounds from the first decision
it improves.
W H E R E  TO  B E G I N

License. Free to use and share with attribution. Provided by Capstera — capstera.com. Not for resale.
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