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ChronologyChronology

•• July 2003: Problem July 2003: Problem 
DefinitionDefinition

•• December 2003: EA December 2003: EA 
Recommendations Recommendations 
approved in principleapproved in principle

•• April 2004: April 2004: 
Implementing Implementing 
RecommendationsRecommendations

•• 20032003 –– Police Service Police Service 
project for EA startsproject for EA starts

•• April 2004 April 2004 –– TVP TVP 
participatingparticipating



1. Who we are, what we do1. Who we are, what we do



Largest nonLargest non--metropolitan metropolitan 
force…..force…..
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From hills to inner cities From hills to inner cities 
(via the motorway )……..(via the motorway )……..



Our staff ……..Our staff ……..

•• 4000 officers, 3000 4000 officers, 3000 
support staffsupport staff

•• 140 I.T. personnel140 I.T. personnel
–– Radio, Data, Voice, Radio, Data, Voice, 

Information SystemsInformation Systems

•• 140 locations140 locations
–– 3000 workstations, 3000 workstations, 

LANs/WANLANs/WAN

•• £Multi£Multi--million I.T. million I.T. 
budgetbudget



What We Do……What We Do……

•• Routine patrol, Routine patrol, 
incident response incident response 

•• Major and minor Major and minor 
crime investigationcrime investigation

•• Forensics  Forensics  
•• Intelligence and Intelligence and 

surveillancesurveillance
•• Arrest and custody, Arrest and custody, 

Criminal Justice Criminal Justice 
processesprocesses

•• CounterCounter--terrorismterrorism
•• VIP protectionVIP protection
•• Firearms Firearms licencinglicencing
•• Traffic Traffic 
•• Public order etc Public order etc etcetc



Our Customers….Our Customers….

•• 2.2 million 2.2 million 
residentsresidents

•• 6 million 6 million 
visitorsvisitors

•• (1 million (1 million 
sheep)sheep)

•• 24 Hour 24 Hour 
ServiceService



What we do….What we do….

•• 90,000 emergency calls90,000 emergency calls
•• 100,000 “immediate 100,000 “immediate 

response” incidentsresponse” incidents
•• 1.4 million other calls1.4 million other calls
•• 200,000 crimes200,000 crimes



2. Drivers for EA2. Drivers for EA



External ContextExternal Context

•• Compliance and RegulationCompliance and Regulation
–– Freedom of Information ActFreedom of Information Act
–– ClimbieClimbie, , SohamSoham CasesCases
–– Local Accountability, Central Local Accountability, Central 

Performance MonitoringPerformance Monitoring

•• AgilityAgility
–– Initiative OverloadInitiative Overload
–– “Ministerial Imperatives”“Ministerial Imperatives”



Internal ContextInternal Context

•• High WorkloadHigh Workload
•• Exponential Growth Exponential Growth 

leading to leading to DisDis--Integrated Integrated 
Information SystemsInformation Systems

•• Complex Business Change Complex Business Change 
Programme requiring Programme requiring 
IntegratedIntegrated Information Information 
SystemsSystems



WorkloadWorkload

•• Last Year,Last Year,
•• New Central Call Handling New Central Call Handling 

Systems: 150 locations down to 4Systems: 150 locations down to 4
•• New Digital radio system New Digital radio system –– 4000 4000 

officers, 700 vehiclesofficers, 700 vehicles
•• WorkflowWorkflow--based Crime and based Crime and 

Incident ManagementIncident Management
•• Roll out Windows 2000 to 3000 Roll out Windows 2000 to 3000 

workstationsworkstations
•• Many new applications and Many new applications and 

enhancementsenhancements



DisDis--Integration…Integration…

•• Few, but common entities:Few, but common entities:
•• Many EventMany Event--based based 

Information Systems Information Systems ––
Mainly PackagesMainly Packages

•• “What do we know “What do we know 
about?.....”about?.....”
–– 35 Oxford Road?35 Oxford Road?
–– Billy The Burglar?Billy The Burglar?



Business Change 2003 Business Change 2003 --
20072007

•• Complex programme to Complex programme to 
improve performance and improve performance and 
visibilityvisibility

•• Too many solutionsToo many solutions--led led 
projects e.g. “mobile data”projects e.g. “mobile data”

•• Scope creep Scope creep –– boundary boundary 
and management reand management re--
structurestructure



The Moment of Truth….The Moment of Truth….

•• Enterprise Architecture is Enterprise Architecture is 
the answer, but……the answer, but……

•• What about business What about business 
case?case?

•• What about What about 
implementation?implementation?



3. Strategy for Implementation3. Strategy for Implementation



The Missing Bits…The Missing Bits…

•• I.T. StrategyI.T. Strategy
•• Establishment of I.T. Establishment of I.T. 

PrinciplesPrinciples
•• Establishment of “Technical Establishment of “Technical 

Reference Model” and Reference Model” and 
compliance regimecompliance regime

•• Recommendations for Recommendations for 
management changemanagement change



Strategic I.T. PrinciplesStrategic I.T. Principles

•• “Based on” [= plagiarised from] “Based on” [= plagiarised from] 
TOGAF Architecture PrinciplesTOGAF Architecture Principles

•• Basic byeBasic bye--laws for enterprise laws for enterprise 
management, e.g.management, e.g.
–– Corporate Vs DepartmentalCorporate Vs Departmental
–– Strategic Vs TacticalStrategic Vs Tactical
–– Requirements Vs SolutionsRequirements Vs Solutions
–– Corporate Responsibility for DataCorporate Responsibility for Data

•• Assert the Assert the intentionintention to manage to manage 
complexitycomplexity



EA Implementation EA Implementation 
StrategyStrategy

•• Business Case Business Case –– Easy!Easy!
–– Cost of duplicate informationCost of duplicate information
–– CrossCross--project audit identified areas project audit identified areas 

of commonality, duplication and of commonality, duplication and 
redundancy, e.g. different projects redundancy, e.g. different projects 
with the same objectiveswith the same objectives

–– Data quality helps saves lives and Data quality helps saves lives and 
reduce crime….reduce crime….



EA Implementation EA Implementation 
StrategyStrategy

•• People Case People Case ––difficult!difficult!
– It doesn’t apply to what I do”It doesn’t apply to what I do”
–– “Nice idea, but there isn’t enough time”“Nice idea, but there isn’t enough time”
–– “Nice idea but there aren’t enough “Nice idea but there aren’t enough 

people” people” 
–– “The business doesn’t know what it “The business doesn’t know what it 

wants”wants”
–– “By the time I’ve planned it, I could have “By the time I’ve planned it, I could have 

done it”done it”

•• And that’s just the I.T. Managers…And that’s just the I.T. Managers…



EA Implementation EA Implementation 
StrategyStrategy

•• Governance Case Governance Case ––
hardest!hardest!
–– Demonstrating that corporate Demonstrating that corporate 

control is lacking upsets people, control is lacking upsets people, 
but it must be donebut it must be done

–– Need to deal with shortNeed to deal with short--termismtermism
–– I.T Function needs to be in I.T Function needs to be in 

partnership with business partnership with business 
direction, not a subdirection, not a sub--contractorcontractor



The Governance Problem..The Governance Problem..

Business ProgrammesBusiness Programmes

I.T. ProjectsI.T. Projects

11 22 33



Cost and Time managed, Cost and Time managed, notnot
Scope and DependenciesScope and Dependencies

Business ProgrammesBusiness Programmes

I.T. ProjectsI.T. Projects

11 22 33

Programme Programme 
ManagementManagement

Programme Programme 
ManagementManagement



I.T. Strategy I.T. Strategy 
RecommendationRecommendation

Business ProgrammesBusiness Programmes

I.T. ProjectsI.T. Projects

11 22 33

“Strategic Direction,
Technical Design Authorities”
[Architecture Practice]



Logical conclusion?Logical conclusion?

Business ProgrammesBusiness Programmes

I.T. ProjectsI.T. Projects

11 22 33

“Strategic Direction,
Technical Design Authorities”
[Architecture Practice]

“Business Design
Authority”

Enterprise Architecture modelEnterprise Architecture model



Meanwhile, in another part Meanwhile, in another part 
of the forest…..of the forest…..

•• PITO (Police Information PITO (Police Information 
Technology Organisation)Technology Organisation)

•• Strategy for Strategy for NationalNational
business/I.T. Alignmentbusiness/I.T. Alignment

•• PSEAFPSEAF
•• Strong card to play Strong card to play 

internallyinternally



Project Objectives

• Propose and agree a shared EA ‘Metaframework’ for 
Police Service, based on Zachman  - a way of 
organizing and aligning architecture work products 
(artifacts)

• Identify where gaps exist currently  at national level
• Make recommendations for populating and 

implementing the  Metaframework



EA is essential to meeting Police 
Service Objectives

– INTEGRATION
• More effective policing through improved information flows 
• ‘Join-up’ the Police Service and the Criminal Justice System

– AGILITY
• Respond to change in environment (e.g. legislation, patterns of 

crime)
– EFFICIENCY & COST REDUCTION

• Avoid duplication of IT and re-keying of information 
– MANAGING COMPLEXITY

• Avoid systems entropy 
– ALIGNMENT

• IT change aligned to Police Service Objectives



Recommended framework structure to support 
‘Enterprise Engineering’

Engineering 

Framework

Used to organise
models of the 
‘Police Business’  
and systems at 
national level.

Describes Police 
Strategies, 
Common 
Processes, Data, 
Systems, etc.

Describes the 
corporate standards 
relevant to creating 
and changing models 
in  each cell.

Includes the 
metamodel for each 
cell primitive.

Describes Police 
Business and systems at 
local level

For agreed cells, they 
share part of their 
content (slivers) with 
National Framework

National 

Framework

Local frameworks
Local frameworks

Local frameworks



e.g. DATA

Using the Framework to manage initiativesUsing the Framework to manage initiatives

Builder

SCOPE
(CONTEXTUAL)

MODEL
(CONCEPTUAL)

ENTERPRISE

Designer

SYSTEM
MODEL
(LOGICAL)

TECHNOLOGY
MODEL
(PHYSICAL)

DETAILED
REPRESEN-

TATIONS
(OUT-OF-

CONTEXT)
Sub-
Contractor
FUNCTIONING
ENTERPRISE

DATA FUNCTION NETWORK

e.g. Data Definition

Ent = Field
Reln = Address

e.g. Physical Data Model

Ent = Segment/Table/etc.
Reln = Pointer/Key/etc.

e.g. Logical Data Model

Ent = Data Entity
Reln = Data Relationship

e.g. Semantic Model

Ent = Business Entity
Reln = Business Relationship

List of Things Important
to the Business

ENTITY = Class of
Business Thing

List of Processes the
Business Performs

Function = Class of
Business Process

e.g. Application Architecture

I/O  = User Views
Proc .= Application Function

e.g. System Design

I/O = Data Elements/Sets
Proc.= Computer Function

e.g. Program

I/O = Control Block
Proc.= Language Stmt

e.g. FUNCTION

e.g. Business Process Model

Proc. = Business Process
I/O = Business Resources

List of Locations in which
the Business Operates

Node = Major  Business
Location

e.g.  Business Logistics 
System

Node = Business Location
Link = Business Linkage

e.g.  Distributed System

Node = I/S Function
(Processor, Storage, etc)
Link = Line Characteristics

e.g. Technology Architecture

Node = Hardware/System

Link = Line Specifications

e.g.  Network Architecture

Node = Addresses
Link = Protocols

e.g. NETWORK

Architecture

Planner

Owner

Builder

ENTERPRISE
MODEL

(CONCEPTUAL) 

Designer

SYSTEM
MODEL

(LOGICAL)  

TECHNOLOGY
MODEL

(PHYSICAL)

DETAILED
REPRESEN-

TATIONS 
(OUT-OF   
CONTEXT) 

Sub-

MOTIVATIONTIMEPEOPLE

e.g. Rule Specification

End = Sub-condition
Means = Step

e.g. Rule Design

End = Condition
Means = Action

e.g., Business Rule Model

End = Structural Assertion
Means =Action Assertion

End = Business Objective
Means = Business Strategy

List of Business Goals/Strategy

Ends/Means=Major Bus. Goal/
Critical Success Factor

List of Events Significant

Time = Major Business Event

e.g. Processing Structure

Cycle = Processing Cycle
Time = System Event      

e.g. Control Structure

Cycle = Component Cycle
Time = Execute

e.g.  Timing Definition

Cycle = Machine Cycle
Time = Interrupt

e.g. SCHEDULE

e.g. Master Schedule

Time = Business Event
Cycle = Business Cycle

List of Organizations

People = Major Organizations

e.g.  Work Flow Model

People = Organization Unit
Work = Work Product

e.g. Human Interface 

People = Role
Work = Deliverable

e.g. Presentation Architecture

People = User
Work = Screen Format

e.g.  Security Architecture

People = Identity
Work = Job

e.g. ORGANIZATION

Planner

Owner

to the BusinessImportant to the Business

What How Where Who When Why

SCOPE
(CONTEXTUAL)

Architecture

e.g. STRATEGY

Business Plan

Row 1: Identify Scope of Business impacted by 
Initiative

Row 3: Define information storage and processing 
requirements, from enterprise perspective

Row 2: Change/build models to reflect how business 
will operate

Row 4: Identify and execute most effective and efficient 
way of delivering ‘technology’ solutions (databases, 

components, infrastructure, etc) 



EA Implementation EA Implementation 
Strategy….Strategy….

•• Obtain internal BuyObtain internal Buy--inin
•• Identify Business Identify Business 

problemsproblems where EA can where EA can 
make a difference make a difference 

•• Governance discussions Governance discussions 
with Senior Management with Senior Management 
TeamTeam



Are We Winning?Are We Winning?

•• Recruiting:Recruiting:
–– Management positionsManagement positions
–– ReRe--alignment of existing staffalignment of existing staff

•• Internal ImplementationInternal Implementation
–– Toolset acquisition to demonstrate Toolset acquisition to demonstrate 

capability to senior management team, capability to senior management team, 
–– Establishing internal processesEstablishing internal processes

•• Negotiating management Negotiating management 
changeschanges

•• Working With PITOWorking With PITO



“Nowadays, they “Nowadays, they 
think computers think computers 
can solve can solve 
crimes….”crimes….”

“I wish that was“I wish that was
all they had to all they had to 
do…..”do…..”


