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EA frameworks provide a structured and systematic approach 
to defining, managing, and evolving an organization's 
architecture. By providing a common language and 
methodology for documenting and analyzing business 
processes, data structures, and systems, EA frameworks help 
organizations to make informed decisions about IT 
investments, optimize their IT operations, and ensure 
compliance with regulatory requirements.

By the end of this e-book, you will have a thorough 
understanding of the unique characteristics of each framework 
and the factors to consider when selecting the right one for 
your organization.

What to Expect?

In today's rapidly evolving business landscape, 
organizations need to be able to adapt quickly to changing 
market conditions and emerging technologies to remain 
competitive. Enterprise Architecture (EA) has emerged as a 
critical discipline that allows businesses to align their IT 
infrastructure with their overall business objectives, 
enabling them to operate efficiently and effectively.

In thise-book, we will take a deep dive into three of the most 
popular EA frameworks - TOGAF, APQC, and BIAN - and 
provide a comprehensive comparison of their features, 
strengths, and weaknesses. We will explore the underlying 
principles, concepts, and components of each framework, as 
well as the tools and techniques used to implement them.

When considering which enterprise architecture (EA) 
framework to use, one of the most important factors to 
consider is the scope and focus of the framework. The scope 
and focus will determine how well the framework fits with 
your organization's needs and goals.
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Scope and Focus

The TOGAF framework provides a comprehensive 
approach to EA. It covers all aspects of EA, including 
business, application, data, and technology architecture. The 
framework is designed to be flexible and adaptable, allowing 
organizations to customize it to their specific needs. This 
makes TOGAF a good choice for organizations that require 
a broad and comprehensive approach to EA.

In contrast, the APQC framework is focused on process 
improvement and benchmarking. The framework 
emphasizes best practices for process improvement and 
provides tools for organizations to measure their 
performance against industry benchmarks. This makes 
APQC a good choice for organizations that are primarily 
focused on improving their processes and achieving specific 
performance goals.

Finally, the BIAN framework has a specific focus on the 
banking industry. The framework provides pre-defined 
reference models for core banking processes, making it a 
good choice for organizations in the banking industry. 
BIAN's focus on the banking industry means that it may not 
be suitable for organizations in other industries.

When choosing an EA framework, it is important to consider 
the scope and focus of the framework in relation to your 
organization's needs. A framework that is too broad or too 
narrow may not provide the best fit for your organization. It is 
also important to consider whether the framework is adaptable 
to your organization's specific needs, as this can greatly affect 
the effectiveness of the framework.
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Flexibility and 
Customization
When it comes to the flexibility and customizability of 
enterprise architecture (EA) frameworks, TOGAF stands out 
as a leader in the industry. One of the key strengths of TOGAF 
is its flexibility in adapting to an organization's specific needs. 
The framework provides a comprehensive set of guidelines and 
best practices, but it is not prescriptive in terms of tools, 
techniques, or methods. This allows organizations to tailor the 
framework to their unique needs, which is essential for 
achieving optimal results.

In contrast, APQC and BIAN are more rigid in terms of 
structure and methodology, making them less flexible and 
adaptable to unique organizational needs. APQC's focus on 
process improvement and benchmarking means that the 
framework is designed to be implemented as a standardized set 
of best practices. While this can be effective for improving 
processes and achieving consistency across different 
departments, it may not be as effective in adapting to unique 
organizational needs.

Similarly, BIAN's focus on the banking industry means that it 
is not as flexible as TOGAF in terms of customization. BIAN 
has pre-defined reference models for core banking processes, 
which can be beneficial for organizations operating in the 
banking industry. However, this can limit the framework's 
usefulness for organizations outside of the banking industry, 
or those with unique needs that require a more flexible 
approach.



When considering the maturity and adoption of an EA 
framework, it is important to also consider the support and 
resources available to organizations. TOGAF is backed by The 
Open Group, a non-profit organization that oversees its 
development and certification. They provide a range of resources, 
including training, certification, and events, to support TOGAF 
practitioners. APQC and BIAN, while not backed by a non-profit 
organization, also provide resources and support to their users.

Organizations should also consider the maturity and adoption of 
an EA framework when evaluating the availability of third-party 
tools and solutions. A widely adopted framework may have a 
larger market for third-party tools, making it easier to find and 
implement complementary solutions. However, a less mature 
framework may offer more flexibility in terms of tool selection and 
integration.
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Maturity and Adoption

Maturity and adoption are important factors to consider when 
choosing an Enterprise Architecture (EA) framework. A 
framework that has been widely adopted and has a proven 
track record of success can provide a sense of security and 
confidence in its effectiveness.

TOGAF is one of the most widely adopted EA frameworks. It 
was first introduced in 1995 and has since undergone several 
updates and revisions, resulting in its current version, TOGAF 
9.2. The framework is well-established and has a large 
community of certified practitioners, making it a popular 
choice for organizations worldwide.

In contrast, APQC and BIAN are relatively new to the market. 
APQC, or American Productivity & Quality Center, was 
founded in 1977, but their EA framework is a more recent 
development. BIAN, or Banking Industry Architecture 
Network, was established in 2008 and is tailored specifically to 
the banking industry. While both frameworks have gained 
traction in their respective industries, they are not as mature as 
TOGAF.



Certification and Training
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Certification and training are important considerations when 
choosing an EA framework. TOGAF has a well-established 
certification program with various levels of certification 
available, which demonstrates the depth of knowledge and 
understanding of the framework. The certification program 
includes two main levels, Foundation and Certified, and three 
advanced levels, namely Certified Technical Specialist, Certified 
Architecture Specialist, and Certified Architecture Professional.

The Open Group also offers training and support for 
individuals and organizations looking to adopt the framework. 
The training programs are designed to help individuals gain a 
deeper understanding of the framework and its 
implementation, while the support program provides ongoing 
guidance and assistance to organizations as they adopt the 
framework.

On the other hand, APQC and BIAN do not have formal 
certification programs. However, they do offer training and 
resources for their respective frameworks. APQC provides 
access to training courses and webinars, which cover a range of 
topics related to process improvement and benchmarking. 
BIAN offers a range of resources and reference models 
specifically for the banking industry, including training 
programs and webinars.

While formal certification is not a requirement for 
implementing an EA framework, it can provide a valuable 
measure of competency and help individuals and organizations 
demonstrate their knowledge and expertise in the framework. 
Therefore, it is important to consider the certification and 
training options available when selecting an EA framework.



Scope and Focus
TOGAF provides a broad and comprehensive framework that 
covers all aspects of EA. It is designed to be adaptable to any 
organization's needs and can be customized as required. APQC, 
on the other hand, is focused on process improvement and 
benchmarking, with an emphasis on best practices. BIAN has a 
specific focus on the banking industry, with pre-defined 
reference models for core banking processes.

Flexibility and Customization
TOGAF's flexibility and customizability are one of its key 
strengths. It allows organizations to tailor the framework to 
their specific needs, and it is not prescriptive in terms of tools, 
techniques, and methods. APQC and BIAN are more rigid in 
terms of structure and methodology, making them less 
adaptable to unique organizational needs.

Maturity and Adoption
TOGAF is widely adopted and has been around for over two 
decades, making it one of the most mature EA frameworks. It is 
also backed by The Open Group, a non-profit organization that 
oversees its development and certification. APQC and BIAN 
are newer frameworks, and while they have gained traction in 
their respective industries, they are not as widely adopted as 
TOGAF.
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Certification and Training
TOGAF has a well-established certification program, with 
various levels of certification available. The Open Group also 
offers training and support for individuals and organizations 
looking to adopt the framework. APQC and BIAN do not have 
formal certification programs, although they do offer training 
and resources for their respective frameworks.

Short Recap



Alignment with Industry 
Standards
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When choosing an enterprise architecture (EA) framework, 
one important factor to consider is alignment with industry 
standards. The advantage of aligning with industry standards is 
that it facilitates integration with other frameworks and 
standards, which can improve the effectiveness of EA efforts.

TOGAF stands out in this regard, as it is designed to be 
compatible with various industry standards. One example is 
ISO/IEC 42010:2011, which is a widely recognized standard for 
system and software engineering. By aligning with this and 
other standards, TOGAF provides a common language and 
structure that can help organizations integrate their EA efforts 
with other frameworks and processes.

On the other hand, APQC and BIAN have a more limited 
alignment with industry standards. While both frameworks 
have their own sets of best practices, they may not be as easily 
integrated with other frameworks or standards. This could 
limit their effectiveness in certain situations, particularly for 
organizations that are heavily invested in other frameworks or 
standards.

Alignment with industry standards is an important factor to 
consider when selecting an EA framework. While TOGAF 
offers a strong advantage in this regard, APQC and BIAN may 
still be suitable for organizations with more specific needs or 
priorities. It ultimately comes down to a careful consideration 
of the organization's unique situation and goals.



Scalability
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Scalability is a crucial factor to consider when choosing an 
Enterprise Architecture (EA) framework. Organizations need 
to ensure that the framework they choose can grow and adapt 
with their changing business needs.

TOGAF's scalability is one of its key strengths. It is designed to 
be adaptable to organizations of any size, from small businesses 
to large corporations. The framework is also modular, allowing 
organizations to adopt specific components that fit their needs 
and add additional components as they grow.

APQC and BIAN, on the other hand, are more limited in their 
scalability. APQC's focus on process improvement and 
benchmarking, while valuable, makes it less suitable for large-
scale enterprise architecture projects. BIAN's focus on the 
banking industry also limits its scalability to organizations 
outside of that industry.

When choosing an EA framework, it is important to consider 
not only the current size of the organization but also its 
potential for growth. It is also essential to consider whether the 
framework can scale horizontally across various departments 
and business units, as well as vertically across the organization's 
hierarchy.

Overall, while all three frameworks have their strengths, 
TOGAF's scalability makes it a more suitable choice for 
organizations with significant growth potential or those with 
complex organizational structures.
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TOGAF's Architecture Development Method (ADM) stands 
out as a key factor in its effectiveness as an enterprise 
architecture framework. The ADM is a comprehensive and 
structured approach that guides organizations through the 
entire lifecycle of developing and managing their architecture.

One of the main strengths of TOGAF's ADM is its flexibility 
and adaptability. It provides a robust foundation that can be 
customized to suit the specific needs and complexities of 
different organizations. This flexibility allows businesses to 
align the framework with their unique processes, systems, and 
objectives. Whether you're a small startup or a large 
multinational corporation, TOGAF's ADM can be tailored to 
accommodate your organization's size, industry, and specific 
architectural requirements.

In contrast, APQC and BIAN offer more limited Architecture 
Development Methods. While they provide valuable insights 
and frameworks within their respective domains, they may not 
provide the same level of comprehensive guidance and 
flexibility as TOGAF. Depending on the scope and complexity 
of your organization's architecture, the more streamlined 
ADMs of APQC and BIAN may not offer the level of support 
necessary for an end-to-end architecture development process.

Architecture Development 
Method (ADM) TOGAF's ADM serves as a tried-and-tested roadmap for 

organizations embarking on their enterprise architecture 
journey. It provides a systematic and repeatable approach for 
capturing, analyzing, designing, and implementing 
architectures that align with business strategies. By following 
the well-defined steps and guidelines of TOGAF's ADM, 
organizations can effectively manage architectural 
complexity, facilitate stakeholder collaboration, and drive 
successful business outcomes.

Ultimately, when considering the Architecture Development 
Method as a factor in choosing an enterprise architecture 
framework, TOGAF's comprehensive and adaptable ADM 
sets it apart from APQC and BIAN. Its ability to guide 
organizations through the entire architecture development 
lifecycle, from inception to implementation, makes it a 
powerful tool for achieving business alignment, agility, and 
long-term success.
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Integration with ITIL

Integration with ITIL (Information Technology 
Infrastructure Library) is an important factor to consider 
when choosing an enterprise architecture framework. ITIL 
is a globally recognized framework for IT service 
management, providing best practices and guidelines for 
aligning IT services with business needs. The integration 
between an EA framework and ITIL can help organizations 
ensure seamless coordination between their architecture 
and IT service management processes.

TOGAF and APQC demonstrate strong integration with 
ITIL, which can be advantageous for organizations that have 
already adopted ITIL practices or are planning to do so. 
These frameworks provide guidance on how to align EA 
activities with ITIL processes, enabling organizations to 
streamline their IT service management efforts and achieve 
greater operational efficiency. By leveraging the synergies 
between EA and ITIL, organizations can enhance their IT 
governance, service delivery, and overall IT performance.

On the other hand, BIAN has a more limited integration 
with ITIL compared to TOGAF and APQC. While BIAN 
offers valuable reference models and guidelines for the 
banking industry, its alignment with ITIL may be less 
comprehensive. This factor is particularly relevant for 

organizations in the banking sector that heavily rely on ITIL 
for managing their IT services. It is essential for such 
organizations to assess the extent of integration between BIAN 
and ITIL and determine whether it meets their specific 
requirements and objectives.

Considering the integration with ITIL is crucial as it enables 
organizations to leverage existing IT service management 
practices and frameworks, ensuring a cohesive and 
coordinated approach to managing their IT operations. By 
choosing an EA framework that aligns well with ITIL, 
organizations can optimize their IT service delivery, enhance 
customer satisfaction, and drive business success.
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Short Recap

Alignment with Industry Standards
TOGAF is aligned with various industry standards, including 
ISO/IEC 42010:2011, making it easier for organizations to 
integrate it with other standards and frameworks. APQC and 
BIAN have a more limited alignment with industry standards.

Scalability
TOGAF's scalability is one of its main strengths, as it can be 
applied to organizations of any size. APQC and BIAN are more 
limited in their scalability, with a focus on specific industries 
and processes.

Architecture Development Method (ADM)
TOGAF's ADM is a well-defined and structured approach to 
developing and managing EA. It is designed to be flexible and 
adaptable to different organizational needs. APQC and BIAN 
have more limited ADMs, which may not be suitable for all 
organizations.

Integration with ITIL
TOGAF and APQC both have a strong integration with ITIL 
(Information Technology Infrastructure Library), which is a 
widely adopted IT service management framework. BIAN, on 
the other hand, has a more limited integration with ITIL.
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Business Capability Modeling

Business capability modeling is a critical aspect of enterprise 
architecture that helps organizations align their IT 
infrastructure with their business objectives. Both TOGAF 
and APQC offer well-defined approaches to business 
capability modeling, empowering enterprises to identify and 
map their core capabilities and align them with their 
strategic goals. These frameworks provide guidance on how 
to define, assess, and manage business capabilities, enabling 
organizations to gain a holistic understanding of their 
existing capabilities and identify areas for improvement.

TOGAF's business capability modeling approach is part of 
its broader Architecture Development Method (ADM). It 
provides organizations with a structured methodology for 
analyzing and modeling their business capabilities, ensuring 
a comprehensive understanding of the organization's 
strengths and weaknesses. By leveraging TOGAF's business 
capability modeling, enterprises can make informed 
decisions about optimizing their capabilities, identifying 
redundancies, and aligning their IT investments with their 
business priorities.

APQC, on the other hand, focuses on process improvement and 
benchmarking, but it also offers valuable insights into business 
capability modeling. APQC's approach emphasizes best 
practices and enables organizations to assess their current 
capabilities, compare them against industry standards, and 
identify opportunities for enhancement. By leveraging APQC's 
business capability modeling, enterprises can gain a deeper 
understanding of their operational strengths and weaknesses 
and make informed decisions to optimize their business 
processes.

In the banking industry, BIAN (Banking Industry Architecture 
Network) takes a specialized approach to business capability 
modeling. BIAN provides pre-defined reference models for core 
banking processes, enabling banks to align their IT 
infrastructure with industry-specific requirements. This targeted 
focus on business capability modeling in the banking sector 
makes BIAN a valuable resource for financial institutions 
seeking to streamline their operations, enhance customer 
experiences, and drive innovation.
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Cost

The cost of adopting an EA framework can vary greatly 
depending on the organization's needs and size. TOGAF, 
being an open framework, offers a relatively low cost of 
adoption compared to proprietary frameworks. One of the 
major advantages of TOGAF is the availability of extensive 
documentation, case studies, and training materials 
provided by The Open Group at no cost. These resources 
enable organizations to access valuable insights and 
guidance without incurring additional expenses. 
Additionally, The Open Group offers certification programs 
at various levels, which may involve a cost but can enhance 
the credibility and expertise of professionals working with 
TOGAF.

APQC, as a knowledge-based organization, offers a mix of 
free and premium resources. Their free resources include 
best practice guides, white papers, and benchmarking 
reports, allowing organizations to gain valuable insights into 
process improvement and aligning their operations with 
industry standards at no additional cost. However, APQC 
also provides premium membership options that offer more 
advanced features, specialized research, and access to a 
broader network of industry experts. The associated costs 
for these premium services depend on the level of 
membership and specific requirements of the organization.

BIAN, being a specialized framework for the banking industry, 
may have associated costs related to membership and access to 
their reference models and resources. The costs can vary based 
on the level of engagement and services required by the 
organization. Financial institutions considering the adoption 
of BIAN should carefully assess the potential costs involved 
and evaluate the value proposition offered by the framework 
in terms of its industry-specific capabilities and resources.

When considering the cost factor, it's essential for 
organizations to evaluate the overall value and return on 
investment provided by each framework. While TOGAF and 
APQC offer a range of free resources, it's important to 
consider the long-term benefits and the potential impact on 
business outcomes. Additionally, organizations should factor 
in the costs associated with training, certification, and ongoing 
support required to effectively implement and utilize the 
chosen EA framework.

The cost of adopting an EA framework varies depending on 
factors such as the framework's nature (open or proprietary), 
the availability of free resources, certification programs, and 
specialized industry focus. 
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Choosing the right enterprise architecture (EA) framework is a 
critical decision that can significantly impact an organization's 
ability to align its IT infrastructure with its business objectives. 
In this white paper, we have explored ten key factors to consider 
when evaluating EA frameworks: scope and focus, flexibility and 
customizability, maturity and adoption, certification and 
training, alignment with industry standards, scalability, 
architecture development method (ADM), integration with 
ITIL, business capability modeling, and cost. By analyzing these 
factors, enterprise architects can make informed decisions that 
best suit their organization's unique needs and goals.

Each factor brings its own strengths and considerations. 
TOGAF, as a widely adopted and mature framework, offers a 
broad scope, flexibility, and comprehensive certification 
programs. It aligns with industry standards and provides a well-
defined ADM. APQC, with its focus on process improvement 
and benchmarking, provides valuable insights and best practices, 
while BIAN offers specialized resources for the banking 
industry's specific requirements.

Enterprise architects should carefully evaluate the specific needs 
and characteristics of their organization. It is crucial to align the 
chosen framework with the organization's industry, size, and 
strategic objectives. Assessing factors such as scalability,

integration with existing frameworks like ITIL, and the 
availability of resources and training programs can greatly 
contribute to the success of the EA implementation.

Furthermore, enterprise architects should involve key 
stakeholders, including business leaders, IT professionals, and 
decision-makers, throughout the evaluation process. 
Collaborative discussions and workshops can help gather 
diverse perspectives and ensure that the chosen framework is 
well-aligned with the organization's overall strategy.

Lastly, continuous learning and professional development are 
vital for enterprise architects. Staying updated with emerging 
trends, attending industry events, and actively participating in 
relevant communities can enhance their skills and knowledge. 
Networking with peers and sharing experiences can also provide 
valuable insights and lessons learned in the field of enterprise 
architecture.

By carefully considering these ten factors and leveraging the 
advice provided, enterprise architects can make well-informed 
decisions when selecting an EA framework. By choosing the 
right framework, organizations can unlock the full value of 
enterprise architecture, enabling them to drive innovation, 
enhance efficiency, and achieve their strategic objectives in an 
ever-evolving digital landscape.

Conclusion
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