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Abstract: Enterprise architecture (EA) is a high-level abstraction of a business’ levels that aids in
organizing planning and making better decisions. Researchers have concluded that the scope of
EA is not focused only on technology planning but that the lack of business strategy and processes
is the most important challenge of EA frameworks. The purpose of this article is to visualize the
business strategy of a company using ArchiMate. Having a better understanding of how the concepts
of strategic planning are used in businesses, we hope to improve their modelling with ArchiMate.
This article adds to the existing literature by evaluating existing EA modelling languages and their
skillfulness in model strategy. Furthermore, this article contributes to the identification of challenges
in modelling and investigation of the ease of the use of language in the field of strategic planning.
Furthermore, this article provides an approach to practitioners and EA architects who are attempting
to develop efficient EA modelling projects and solve business complexity problems.
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1. Introduction
1.1. Problem Statement

Companies use enterprise architecture (EA) to provide an integrated environment
and support the integration of business and IT strategy [1–4]. The alignment between
business strategy with IT is a significant management concern [5] that supports managers
in achieving business goals, improving work-flow, increasing profitability, and sustaining a
competitive advantage [5–9]. EA is a structured and aligned set of plans for the integrated
representation of a given business and IT landscape in past, present, and future situations.
It is a comprehensive tool for managing and retaining alignment [10,11]. Many academics
argue that combining business strategy with EA helps achieve competitiveness and value,
reduce the organization uncertainty, and maximize agility, company’s availability, and fault
tolerance [12–14]. Besides, many researchers have concluded that the business strategy has
not been fully integrated with EA frameworks [12–14].

The implementation of a business strategy is a significant aspect of organizational
success. However, the understanding of a holistic perspective should facilitate the strategy
formulation and visualization of related processes [15]. EA academics have also focused
on modelling business strategy [16–19]. However, until now, the implementation of the
business strategy through EA has been poorly understood and practitioners have regarded
it as a difficult problem [15].

Academics conclude that this is required to represent how concepts in a company’s
architecture are related to its business strategy or how changes to the architecture may
ensure a formulated business strategy. Moreover, practitioners can define how to model
business strategy, as well as how it affects EA. This assists businesses in analyzing and
determining which function is best aligned with the strategic intent (scale, money, and
time) [16–21].
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It would appear that more studies are required, in order to achieve methodological
consistency and integration [10]. As scholars conclude that strategic planning into EA can
improve the traceability between an organization’s strategic planning and EA choices and
EA can also be used for strategy formulation, the modelling of business strategy in EA is a
significant step towards this alignment. Without being able to envision what that process
looks like, it becomes difficult to fully comprehend what is required for success. Therefore,
scholars suggest more practical case studies should be conducted, in order to improve the
ease of use and clarity of business strategy concepts.

SMEs need to (re-)consider revitalizing their strategies, involving crisis scenarios and
business continuity plans, using alternative or additional distribution channels to increase
their revenues. Practically, retaining consumers virtually is a complicated process, since it
would irreversibly hurt businesses by delivering a low-quality service. Due to the various
difficulties and uncertainties faced by organizations during COVID-19, multiple scenarios
for future strategic actions must be established by organizational actors.

In this new environment, SMEs face many challenges, due to a lack of technical,
organizational, and human resources. Due to a lack of strategic planning, alignment
between organizational and IT goals, and formal processes, SMEs develop ineffective IT
projects [22–27]. IT executives try to achieve a high level of alignment between IT and
organizational structure to develop services that support business goals and increase the
business value [28,29]. Managers should be knowledgeable about business strategy, in
order to help with the development of IT projects [30,31].

1.2. Purpose and Contribution

The purpose of this article is to visualize the “As-Is” business strategy of a company
using ArchiMate. The ArchiMate modelling language was chosen as the basis for this
paper because it includes a series of strategy elements that can be used by enterprise
architects to model strategic planning in their firms. The goal was to ensure a better
understanding of how business strategy and EA can be combined to impose more structure
in an organization’s strategic planning process, taking into account all of the required steps
that are necessary to formulate a business strategy.

This paper may be of interest to researchers who have been introduced to the field
but are interested in examining more specific insights into where current research topics in
business strategy can be located and how they may contribute to them. Within the rapidly
changing business environment, managers have focused on strategic planning in gaining
competitive advantage. In contrast to existing studies, which modelled some concepts
of business strategy in large organizations, this paper may be used as a tool that allows
executives to become aware of business strategy concepts that need to be considered when
trying to develop successful SMEs.

The modelling of business strategy assists SMEs in aligning with business operations
and organizational processes, in order to better understand their organizational vision,
mission, goals, and culture, as well as to gain a competitive advantage. In contrast to
previous studies that present business strategy modelling in organizations, in this paper
we present the modelling of business strategy in a small-medium enterprise to highlight
the extent of alignment between business processes and strategy. Thus, managers, through
the visualization of the company’s strategy, should be aware of its strategy, organizational
goals, and structure to effectively use the company’s resources and develop digital tools
that help the organization digitalize its processes and increase its competitive advantage.

The specific company tries to digitalize its processes, in order to communicate with
their customers to learn about their needs and develop more qualitative products. The
company is constantly striving to evolve and integrate technology into its product line
to achieve more outstanding quality and success, while saving money and resources
during the manufacturing process. Furthermore, technology has evolved into a powerful
media, with the Internet serving as a source of information for new market trends and
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developments in all business activities. Finally, the company utilizes technology to generate
online sales and participate in this new market trend.

The reminder of the paper has been structured as follows. The following section
presents studies related to EA and business strategy. The third section describes the
methodology used to visualize business strategy using ArchiMate. Then, in the following
sections, the modelling results are discussed. Finally, conclusions and future research
suggestions are provided.

2. Literature Review
2.1. Modelling Business Strategy

This section presents a theoretical background to the main concepts of business strat-
egy, as well as the findings of previous surveys that have modelled business strategy
concepts using the ArchiMate language. The goal of this section is to provide an under-
standing of how these concepts can be modelled using ArchiMate, as well as to present
current state-of-the-art research in this field.

Strategic planning is one of the most popular management tools in contemporary
companies. Academics highlight that strategic planning plays a vital role in strategy
development, incorporating how companies formulate significant problems, identifying
goals, analyzing alternatives, and choosing a strategy [32–35].

The fundamental steps of the strategic planning process are strategy analysis, for-
mulation, and implementation. The first step in strategic planning is the identification
of the vision. The vision represents the desired future state of businesses. The mission
describes the activities of a company and what it does on a daily basis. It involves all
business strategies and makes the vision operative. Thus, “mission” describes a company’s
processes that enable the vision to be realized [36].

A business strategy is identified as a plan for the future situation of a business. Ac-
cording to another definition, “business strategy” refers to the activities that a company
intends to undertake and how it intends to act, in order to align its vision with a sustain-
able competitive advantage [16,17]. Other scholars have identified business strategy as
an understanding of an industry’s structure and dynamics, determining the business’s
relative position in that industry, and intending to change the industry’s structure or the
business’s position, in order to improve business results [36,37]. A business strategy can be
considered as a plan or action that a company takes to achieve its goals. In other words,
a business strategy presents an understanding of a company’s resources, situation, and
relationship with the environment. A business strategy should define, protect, acquire,
and sustain critical capabilities [19]. The business strategy determines, in terms of strategic
objectives, resources, competencies, and capabilities, where the businesses intend to be in
the future [38].

After determining the strategy, the executives translated it into specific, measurable
goals. As a result, they refer to statements of specific outcomes that must be achieved and
are usually performance measures, specific objectives that must be managed, and initiatives
that can be implemented to achieve them [16,38]. The balanced scorecard (BSC) is a method
that helps measure goals. The BSC assesses the extent to which objectives are met from the
following perspectives: financial, customer, business process, and development [15,39–44].

A strategy map includes details about the mission, core values, vision, and strategies
that are aligned and increases organizational performance. The starting point of a strategy
map is defining the mission statement and core values. A strategic vision is required, based
on mission and core values. The next step is to consider the financial perspective, which
includes evaluating the cost structure and expansion of revenue opportunities. Then, from
the customer’s perspective, it involves the value proposition. This point of view is aligned
with product or service characteristics, such as brand, price, quality, partnership, availability,
functionality, and service. The internal perspective describes the operations management,
innovation, customer management, and social processes for the value proposition. Finally,
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in terms of learning and growth, human capital is combined with organizational and
information capital [18,42,45].

Executives make decisions about formulating a strategy based on the analysis of the
external and internal environment and definition of the factors that affect the company.
Strengths, weaknesses, opportunities, and threats (SWOT) is a well-known categorization
of factors. A significant question about strategic planning is how companies achieve and
sustain a competitive advantage. Executives analyze the internal environment using value
chain analysis. The strategy presents how this value can be developed. The value network is
a comprehensive view of the value chain. Two points of view make a significant difference.
The value chain concentrates on the business itself or the industry. Otherwise, the value
network focuses on the value-creating system, in which several actors create value [17,18].

Significant challenges are addressed, including “How do companies create value for
customers?”, “How can companies convert added value into profit?”, “How do companies
organize value delivery and how can they develop sustainable cost advantages?”, and
“How do companies attract and retain customers?”. Companies deal with these challenges
to develop business models to increase business value [46–49]. However, just developing
IT is not enough. Business processes and IT should be aligned with strategy, in order to
increase business value, performance, and competitive advantage [50,51].

In the field of strategic planning, many researches have conducted case studies, in
order to visualize only specific aspects of business strategy using ArchiMate. However,
existing articles conclude that more case studies are required to understand how the whole
business strategy can be modelled based on primary data [20]. Lee and Song (2011) [52]
carried out a case study in healthcare facilities and used a goal-oriented approach to
visualize a firm’s strategy, top goals, and sub goals in the health sector. They examined
business services and other aspects of the business layer, in order to optimize business
processes and functions and understand the linked aspects of the business layer. In the
same sector, Girsang et al. (2021) [53] modelled business strategy using TOGAF ADM
and tried to solve the lack of alignment between business strategy and IT strategy, lack of
awareness of using IT as a tool for competitive advantage, and low quality of IT operation
performances. As there is still no alignment between business strategy and IT assets, it is
necessary to implement EA, in order to have appropriateness between the organizational
goal and strategy’s execution in the field. As a result, many researchers from various fields
devised novel approaches to modelling business-IT alignment using the TOGAF ADM
method [54–56].

Iacob et al. (2012) [38] investigated the suitability of the ArchiMate EA modelling
language to support the modelling of strategic planning concepts and architecture-based
approaches to IT portfolio valuation. Their process was also illustrated using an appli-
cation portfolio consolidation case study. The authors demonstrated how a constrained
optimization valuation method could be implemented into architecture models enhanced
with the new elements. According to this point of view, Aldea et al. (2015) [16] investi-
gated whether the ArchiMate modelling language can be used to visualize the widely used
strategy elements and theories. The authors identified the meanings of various concepts
involved in strategic management. Then they visualized them with ArchiMate, using
an example of an anonymized case of a healthcare organization. Aldea et al. (2013) [18]
used ArchiMate to create a visualisation of an insurance company’s strategic goals. They
examined the strategic planning process in this company and attempted to align particular
goals and strategies with comprehending how specific strategic choices can influence the
organization’s architecture.

In contrast, Azevedo et al. (2015) [43] developed an ontological analysis using Archi-
Mate to visualize resources and capabilities. The authors used two case studies (an automo-
tive company and energy supplier company) to demonstrate the semantics of the suggested
modelling constructs, which should aid in the practical application of the language. Danesh
and Yu (2018) and Danesh and Yu (2014) [57,58] presented a different approach to model
capabilities. They used the i* language to model capabilities as a specialized intentional
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actor, so that their socio-technical characteristics could be specified and analyzed. This
approach to modeling capabilities enables reasoning about why a capability is needed,
how it is achieved, how it fits within the organizational and social setting of the enterprise,
and what relationships are required for its success. Aldea et al. (2018) [19] developed a
management dashboard tool, based on the principles of ArchiMate, to visualize different
strategic concepts and business canvases in many case studies. They concentrated on SWOT
analysis, the balanced scorecard method, goal setting, and resource and capability analysis.

Other researchers focused on visualizing value and how value can be delivered to
customers. For example, Iacob et al. (2012) [38] visualized the business model of an
insurance company, using ArchiMate to explore the relationship between business value
creation and enterprise architecture. They pay attention to the connection of business
models with the IT infrastructure level, through the use of ArchiMate to model them. They
tried to ensure a smooth transition from operational architecture descriptions to strategic
business models with motivation and resource–capability models. Aldea et al. (2015) [17]
using ArchiMate, visualized the value chain of an insurance company. They proposed
a framework for visualizing value and related concepts with ArchiMate. Sandkuhl et al.
(2020) [59] focused on visualization of service or product value using the 4EM method.
Furthermore, Sandkuhl et al. (2014) [60] presented and compared various enterprise
modelling focus areas (for example, active knowledge modeling, C3S3P, 4EM, ArchiMate,
ARIS, DEMO, MEMO, and OMI) to present the visualization of concepts, such as products,
services, and resources. Finally, Kitsios et al. (2020) [48] used ArchiMate to visualize the
business model of the open data ecosystem in Greece, with the view of discussing the
relationships between the actors of open data network, as well as the business model
aspects required to sustain the activities of these entities in the open data-based business.
They identified the ecosystem’s actors, roles and activities, primary customer relationships,
and resources needed to produce value while minimizing costs. These concepts were
demonstrated using the business model canvas before being visualized with ArchiMate by
the authors. Finally, Caetano et al. (2015) [61] described an implementation of ontologies
for the representation, integration, and analysis of enterprise models and applied it to the
integrated analysis of three enterprise modelling languages: the business model canvas,
e3value, and ArchiMate.

2.2. ArchiMate

ArchiMate is a modelling language that The Open Group developed. ArchiMate is
an open and independent architecture modelling language. It includes business processes,
information flows, organizational structures, information systems, and technical infrastruc-
ture. The ArchiMate language is divided into layers that combine business processes with
infrastructure. The significant elements of the business layer are the products and services
that are offered to consumers. The application layer supports the business with application
services that any application can accomplish. The technology layer includes infrastructure
services for processing, data storage, and communication. They must develop applications,
computer and communication hardware, and system software [16,17,38,52,62,63].

The latest version of ArchiMate 3.1 was used [64]. Table 1 summarizes the main
concepts suggested in the literature to model business strategy and how they can be used
in ArchiMate.

Aldea et al. (2015) [16,17] also suggested the way that these concepts, regarding
business strategy, relate to each other by using standard ArchiMate relationships to model
business strategy with this language. Table 2 shows the relationships between ArchiMate’s
business strategy concepts.
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Table 1. Summary of the basic concepts of strategic management in ArchiMate.

Concept Definition References

Goal It represents some aims that a stakeholder wants to
accomplish [38,52,63]

Capability The ability to employ resources to achieve some goals [38,39,43]

Stakeholder It refers to a person or a group who has an interest or
concern about the outcome of the architecture [16,17,38]

Mission What organisations are doing or intend to do on a daily
basis [16,17,38]

Vision High-level goal [16,17,38]

Strategy
It is used to describe a plan for the future and could be

identified as a goal that needs to be fullfilled, in order to
manage the vision of an organization

[16,17]

Objective It is a statement of specific outcomes that are to be achieved [16,17,38]

Driver It represents an internal or external factor that triggers and
motivates change in a company [16,17,38]

Assessment It represents the outcome of a particular analysis of a driver [16,17,38]

Requirement It is used to describe what is required to be able to achieve a
particular goal [16,17,38]

Constraint It describes restrictions on the way a goal can be achieved [16,17,38]

Principle It is used to represent a method of achieving a goal [16,17,38]

Table 2. Relationships between concepts.

Concept 1 Concept 2 ArchiMate Relationship Meaning

Mission Vision Influence
Strategy Mission Influence

Assessment Driver Association
Assessment Goal Association

Resource Driver Association
Resource Capability Used by

Capability Driver Association
Driver Stakeholder Association
Driver Goal Association

Objective Strategy Influence
Objective Objective Influence

Stakeholder Goal Association

Each of the following levels is visualized by the ArchiMate: business, application, and
infrastructure. This contributes to the alignment of the strategic business vision and IT. In
addition, based on the integration between the three layers, there is also the possibility of
aligning the strategic layer with the operation one. This perspective increases the likelihood
of having a top–down and bottom–up view on EA. Furthermore, the integration of business
and IT aspects helps align a business strategy with the IT infrastructure [65,66].

The use of ArchiMate has two benefits. ArchiMate describes the impact of new
strategies on organizational architecture. As a result, executives who align business strategy
and organizational architecture can consider the impact of the optimization mentioned
above on strategy, business goals, objectives, requirements, and projects. The second
advantage refers to the impact of the organizational architecture on the strategy. When
a domain of the architecture is changed, it can impact the strategy if it is aligned with
it [16,17,20].
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3. Methodology

This study provides an in-depth case study, regarding business strategy modelling in
a company. Thus, the research reported here comes from primary and secondary sources.
Semi-structured (formal) interviews, as well as unstructured (informal) conversations, were
conducted with the CEO of the company, in order to provide information about the vision
and mission of the company, business strategy, main goals, and factors in the internal
and external environment of the company that affect its competitive advantage, resources
and capabilities, and weaknesses. The CEO was interviewed several times during the
research process, and the interactions took place face-to-face on the company’s premises.
Furthermore, additional details were collected by visiting the company’s site [56]. The
main steps of the case study are presented as follows:

1. Analysis of the company;
2. Semi-structured (formal) interviews, as well as unstructured (informal) conversations

with the CEO of the company;
3. Use of secondary sources for additional information;
4. Identification of the main concepts of business strategy;
5. Recognition of the concepts for designing and modelling ArchiMate;
6. Modelling the company’s strategy using ArchiMate;
7. Recommendations for practitioners.

4. Case Study Description

The company “XYZ” is a family business, founded in 2018, in Greece. This company
operates in the primary sector, specifically in producing and processing dried fruits and
beverages. The company’s first year was devoted to making and selling dried apples. Then,
the company decided to expand into drinks production to secure additional profits. These
profits, in correlation with the loan, enabled the company to develop its production line,
modernize its machines, and change its physical resources. Furthermore, the company is
involved in the production of various types of dried fruits and iced tea.

The company’s vision is based on some pillars, the most important of which is its high
readability, both nationwide and worldwide. Many activities are being developed right
now cannot be considered sustainable. In addition, an interrelated goal of the above is to
strengthen all the brand names of the company, as well as their more excellent readability.

The company is currently active in producing beverages (homemade soft drinks and
iced tea) that are sold in restaurants. At the same time, it has started making similar drinks
under other brand names. In addition, it has a physical store, through which it offers
products to consumers. However, the e-shop also plays an important role, through which it
offers products to consumers that bear only the brand name of the company. The company’s
mission is to ensure the smooth operation and viability of all activities undertaken, as well
as good cooperation with its partners. Another company’s long-term goal is to upgrade
its human resources and modernize its manufacturing facilities. The company is currently
preparing to hold seminars for this purpose, which it intends to do in the future. The
company’s main competitive advantage is the development of qualitative products that
come from both the raw material and its proper processing during the production process,
in combination with the affordable prices that the company has for its products on the
market. More specifically, the company guaranteed from the start that it would produce
a better product than what was already on the market, while not exceeding the price.
Another advantage of the company is that it develops products that concern specific groups
of consumers—stores, to meet as many of their needs as possible. Therefore, they can
consume, even if it supplies the same quality products, without turning to too many
different suppliers.

5. Results

The external environmental factors that affect the company, in terms of economy,
society, technology, and policy, as well as the actions of the company to address these



Information 2022, 13, 31 8 of 21

factors, are numerous. Changes in income tax, for example, as well as VAT changes, have
a direct impact on the company’s movements and strategy. In times of high taxation, the
company shifts to the level of investment because it is preferable to invest the income of a
higher percentage of the profits, rather than distribute them to the partners and tax them.
On the other hand, in times of lower taxation, the company prefers to share profits because
the response tax is relatively limited. Another aspect of the economy that directly impacts
the company is the development of programs from time to time. The company is constantly
pressed to participate in such programs, not only for its development but also to maintain
its competitive advantage over other companies that are candidates for participation in
these programs.

In terms of society, unemployment and GDP are two variables that define a country’s
development and, thus, the companies within it. New market trends have always had
an impact on society. Therefore, a company is constantly called upon to adapt to these
changes. The company continuously develops new products that meet unique needs and
penetrates the emerging market sectors. It constantly tries to change its products according
to the customers’ needs, as the feedback it receives from the consumers plays an essential
role in its development.

Regarding the political environment, nowadays, every business is called to harmonize
with the political environment and not to work to its detriment. In addition to the many
laws that have been enacted in recent years to protect the environment, the company
will be conscientious and compliant with the food processing process to achieve the least
possible burden.

In recent years, technology has played a significant role in business activities in
Greece and worldwide. A considerable influence on the company is the development of
food production equipment. The company is constantly striving to evolve and integrate
technology into its product line to achieve more outstanding quality and success, while
saving money and resources during the manufacturing process. Furthermore, technology
has evolved into a powerful media, with the Internet serving as a source of information
for new market trends and developments in all business activities. Finally, the company
utilizes technology to generate online sales and participate in this new market trend.

However, the company has some weaknesses that must be addressed regularly. The
first weakness of the company concerns the lack of liquidity during the winter period
because the company is required to produce more than 70% of the total quantity sold
annually, which is intended for the summer period, as the products promoted by the
company are preferred in the summer season. To address this weakness, the company
has included products sold in winter, so that their profitability ensures liquidity for the
production of summer products. Furthermore, a second way to deal with it is to strengthen
the company by obtaining working capital from cooperating banks.

The company’s second weakness is bureaucracy, which is a significant barrier because
it is rapidly growing, forcing it to change its internal environment constantly (e.g., change
of space, new facilities, opening new stores, etc.). Thus, the bureaucracy has the effect of
delaying the above procedures and, therefore, the company’s development. The company
addresses this weakness through cooperation with the right people and patience in the
given situation.

The third difficulty concerns how the products are distributed nationwide, such as
the construction of a product distribution network, because the company is called upon
to find many partners, logistics companies, and representatives. Finding new partners, in
particular, entails a high margin of risk because the company cannot guarantee immediate
and timely payment. Furthermore, in these areas, the company cannot guarantee the
high quality of distributions and customer service. As a result, when the company is
called upon to expand its network in many areas, it is a significant challenge. To address
this challenge, namely network development, choose partners already familiar with the
company to increase the chances of a successful collaboration.
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The fourth and last weakness is the existence of marketing by competing companies,
as they have existed in the field for several years and, thus, have strengthened their
network and brand name towards the consumer. This weakness is addressed through the
investment in upgrading the company’s brand name because over 50% of the company’s
profits are invested in the development of the network and strengthening of its name. More
specifically, to strengthen its name, the company sells products not only in various places
but also in stores at the beginning of the cooperation, so that they can get the product
without investment risk, thus making the product more attractive.

The company’s goal is to produce high-quality products and make them available
at an affordable price for all consumers. This has been the main goal from its inception,
until today. The company tries to adapt quickly to the needs of the market, as well as to
get influence from customers to achieve this goal. In addition, a proportion of products
are sampled before being placed on the market, in order to ensure consumer approval.
However, the company has individual goals. The company’s first goal is to expand its
human resources and sales network. In addition, the company aims to create stores to sell
its products, at least throughout Greece. Another company’s goal is to export its products to
other countries, both by bringing its brand and by developing products for other companies
that will be shipped in turn. Regarding the production sector, the company wishes to enrich
it both by including different types of beverages (chocolate, granita, etc.) and enriching
the types of existing beverages. Finally, the company aims to launch a complete range of
groceries, thus opening a new sales channel.

This company operates in the primary sector, specifically in producing and processing
dried fruits and beverages. In order to secure additional profits, the company decided to
expand into the production of beverages. Furthermore, the company is involved in the
production of various types of dried fruits, as well as iced tea. The company intends to
develop a line of products specially designed for sale in a supermarket in the future. The
company’s vision is to strengthen its brand name and increase sustainability.

Today, the company is mainly engaged in wholesale sales, as well as the supply
of restaurants. It also has a retail store, where consumers can purchase the company’s
products and other similar products. In addition, the company offers its products to its
customers through its e-shop. Finally, the company works with other companies to produce
products for them under their own brand name. Therefore, the company’s mission is to
develop high-quality products, derived from both raw material and their proper processing
during the manufacturing process, in conjunction with the affordable market-competitive
prices. More specifically, the company promised, from the start, that it would produce a
better product than what was already on the market, but not at a higher price. Figure 1
presents how both the mission and vision can be modelled.
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The company operates in an uncertain economic environment, and it is necessary
to adapt its operations to economic changes. Tax changes, as well as VAT changes, have
a direct impact on the firm’s strategy. During periods of high taxation, the company
shifts to a higher level of investment because it is preferable to invest the income in a
higher percentage of the profits, rather than distribute it to the partners and tax them.
On the contrary, the company prefers to share earnings during periods of lower taxation
because the corresponding tax is relatively low. Development programs, which occur
regularly, are another factor that directly impacts business. The company is constantly
urged to participate in such programs, not only for its development but also to maintain
its competitive advantage over other companies that are candidates for participation in
these programs. Figure 2 presents these different actions that are taken into account by the
company, in order to deal with the changes that are caused by the economy.
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Figure 2. Analysis of external factors-economy.

Other important social factors that affect business operations are unemployment and
GDP. Unemployment and GDP are two variables that define development followed by a
country and, therefore, the companies within it. New market trends have always had an
impact on society. Thus, a company is constantly called upon to adapt to these changes.
The company continuously develops new products that meet unique needs and penetrate
the emerging market sectors. It constantly tries to change its products, according to the
customers’ needs, as the feedback it receives from the consumers plays an essential role in
its development and consumer behavior changes, based on the resources that are available
at any given time. Customers expect new and innovative products, so the company must
stay current on new market trends. Figure 3 presents the various actions that the company
takes into account, in order to deal with the social changes.
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From a cultural and a political perspective, in addition to the numerous environmental
laws that have been enacted in recent years, the company is very careful and compliant
with food processing, in order to achieve the lowest possible burden. Figure 4 presents
these different actions that are taken into account by the company, in order to deal with the
changes that are caused by the political environment.
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The company belongs to a traditional industry and has many competitors. Thus, it is
important to provide a variety of products and distribution channels and interact with its
customers using new communication channels. Thus, technology is an important factor
in the external environment that will support business operations. The development of
food production equipment has had a significant impact on the company. The company
is constantly striving to evolve and integrate technology into its product line, in order to
achieve outstanding quality and success, while saving money and resources during the
manufacturing process. Furthermore, technology has evolved into a powerful media, with
the Internet serving as a source of information for new market trends and developments
in all business activities. Finally, the company utilizes technology to generate online sales
and participate in this new market trend. Figure 5 presents the different actions that are
taken into account by the company, in order to deal with the changes that are caused
by technology.
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Figure 5. Analysis of external factors and technology.

Despite the changes and pressures for change in the external environment, the com-
pany has to take into consideration its resources, in order to improve its weaknesses and
increase its competitive advantage. An essential weakness of the company is a lack of
liquidity during the winter period because the company must produce more than 70% of
the total quantity sold annually, which is intended for the summer period, as the products
promoted by the company are preferred in the summer season. To address this weakness,
the company has included products sold in winter, so that their profitability ensures liquid-
ity for the production of summer products. Furthermore, a second way to deal with it is to
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strengthen the company by obtaining working capital from cooperating banks. Figure 6
presents the link between capabilities and external factors.
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Another difficulty concerns how the products are distributed nationwide, such as the
construction of a product distribution network, because the company is called upon to
find many partners, logistics companies, and representatives. Finding new partners, in
particular, entails a high margin of risk because the company cannot guarantee immediate
and timely payment. As a result, in these areas, the company cannot ensure the high
quality of distribution and customer service. As a result, when the company is called
upon to expand its network in many areas, it becomes a significant challenge. To address
this challenge, namely network development, choose partners already familiar with the
company to increase the chances of a successful collaboration. Figure 7 presents the link
between capabilities and external factors.
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Finally, another challenge is the existence of marketing by competing companies, as
they have existed in the field for several years and, thus, have strengthened their network
and brand name towards the consumer. This weakness is addressed through the investment
in upgrading the company’s brand name because over 50% of the company’s profits are
invested in the development of the network and strengthening of its name. More specifically,
to strengthen its name, the company sells products not only in various places but also in
stores at the beginning of the cooperation to get the product without investment risk, thus
making the product more attractive. Figure 8 presents the link between capabilities and
external factors.

A company needs to consider which factors, from its internal and external environ-
ment, it needs to address and how it wants to formulate a new strategy. In this case, the
company formulates a growth strategy to deal with the main challenges that have been
described previously. A growth strategy will enable the company to develop new products,
expand the distribution channel, and make investments. These activities will help the
company deal with the main challenges of the external and internal environment, such
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as the lack of liquidity during the winter period, products that customers do not prefer
in the winter, lack of a well-known brand name, bureaucracy, and lack of distribution
channels. An essential weakness of the company concerns the lack of liquidity during
the winter period. This is because the company must produce more than 70% of the total
quantity sold annually, which is intended for the summer period, as the products produced
and promoted by the company are preferred in the summer season. The growth strategy
will help the company develop new products, selected by customers, in winter. Figure 9
presents how this strategy can be modelled.
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Another significant weakness is the existence of marketing by competing companies,
as they have existed in the field for several years and, thus, have strengthened their network
and brand name towards the consumer. This weakness is addressed through the investment
in upgrading the company’s brand name because over 50% of the company’s profits are
invested in the development of the network and strengthening of its name. A growth
strategy will help the company make investments to strengthen the brand name. Figure 10
presents how this strategy can be modelled.
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An essential weakness that the company faces is the bureaucracy, which is a significant
barrier for the company because it is rapidly growing, forcing it to constantly change its
internal environment (e.g., change of space, new facilities, opening new stores, etc.). Thus,
bureaucracy has the effect of delaying the above procedures and, therefore, the company’s
development. Another difficulty concerns how the products are distributed nationwide,
such as the construction of a product distribution network, because the company is called
upon to find many partners, logistics companies, and representatives. Finding new partners,
in particular, entails a high margin of risk because the company cannot guarantee immediate
and timely payment. Furthermore, in these areas, the company cannot ensure the high
quality of distributions and customer service. The company’s distribution network will
be expanded, with the help of a growth strategy. Figure 11 presents how this strategy can
be modelled.
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The analogy in the way of modelling the goals enables us to identify which are the
higher-level (mission, vision), middle-level (strategy), and low-level goals (objectives).
Figure 12 presents how these objectives can be modelled. The company sets the following
goals to achieve its growth strategy, its overall strategy. For example, it aims to make its
production richer by adding a complete grocery line. Furthermore, it intends to increase
human resources and, therefore, expand and upgrade the business. Finally, its long-
term goal is to create not only a nationwide but a global network, in order to ensure
the satisfaction of its customers, since they will have access, wherever they are, to all its
products. Therefore, all of the above are related to the business strategy of the company, as
well as the mission and vision of the company, which are located at the top of the figure.
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Figure 12. Implementation of a strategy.

Competitors have well-known brand names, but the company should invest more in
developing new products to increase brand awareness. Furthermore, a lack of bureaucracy,
as well as a distribution channel that has not been expanded, has made it difficult for the
company to find new partners, in order to make the products available in more cities and
increase profit. To achieve it, a growth strategy can be implemented and help the company
implement its mission and vision. The main strategic goals are the production of qualitative
products, growth of the company, and satisfaction of customers. The activities that the
company will implement to achieve its strategic goals are the development of new products,
expansion of distribution channels, exports to other countries, and increase in the number
of employees. All the steps of the strategic planning process have been completed and can
be modelled together in Figure 13.
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6. Discussion and Recommendations

The modelling was implemented using particular steps for aligning EA requirements
with ArchiMate. The first step was to identify the main concepts of business strategy, and
the second step was to determine the concepts for designing and modelling ArchiMate.
These steps include the following activities. The first activity was to identify the main
concepts of business strategy. The second activity was to determine the required elements
of EA and model them with ArchiMate. Specifically, in the first step, the following concepts
have been identified: a vision, mission, and business strategy, as well as the capabilities
and external factors. The required concepts for designing and modelling ArchiMate were
determined in the second step; then, the authors investigated them, as well. To what
extent does ArchiMate, as an international EA modelling language, support the above
identified concepts to fill the modelling gap? Thus, using this language is an effective way
to provide specific steps for business strategy modelling. Furthermore, this language allows
the combination of business strategy with other elements of a company (e.g., infrastructure,
applications, and business processes). It can be used to present a holistic approach to
business modelling.

The company faces many challenges, due to a lack of technical, organizational, and
human resources. The specific company tries to digitalize its processes to communicate
with their customers, learn about their needs, and develop more qualitative products. The
company is constantly striving to evolve and integrate technology into its product line,
in order to achieve greater quality success, while saving money and resources during the
manufacturing process. Therefore, the modelling of business strategy using ArchiMate sup-
ported the company in aligning it with business operations and organizational processes,
in order to better understand organizational vision, mission, goals, and culture, as well
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as to increase competitive advantage. Thus, managers can effectively use the company’s
resources and develop digital tools that help the organization to digitalize its processes
and increase its competitive advantage. Without this modelling, managers could not make
these decisions, in regard to the use of resources and digital tools, in order to increase
business value.

The modelling of company’s strategy, using ArchiMate, supported managers in un-
derstanding and aligning other elements, such as organizational vision, mission, goals,
resources, and capabilities, with competitive advantage. Other frameworks or models,
such as i* framework, KAOS, UEML, and e3-value, focus only on specific concepts, and
it would be difficult to align all these concepts with competitive advantage. Therefore,
managers could not make decisions about the use of company’s resources and digitalization
of organizational processes to implement online sales.

This article contributes to the current literature by facilitating knowledge, theories,
and ideas from existing research areas, such as strategic planning and EA. Incorporating
business strategy into architecture opens new avenues for new possibilities, such as con-
ducting impact analyses of strategy on architecture and changes in architectural technology
on strategy.

The modelling takes a more business-oriented approach to EA. This provides integra-
tion between the vision of the company and strategic planning process. This paper helps
practitioners and EA architects model business strategy using particular steps. This paper
presents an avenue to model strategic planning concepts using ArchiMate. Furthermore,
by providing information about the strategic planning process, in a structured manner and
following explicit mappings to ArchiMate elements, practitioners can facilitate the process.
They are combining the concepts of strategic management with EA models. Finally, this ap-
proach can help companies with bottom-up decision-making by improving communication
between executives and EA architects and making it more interactive.

7. Conclusions

In this paper, we have visualized a company’s business strategy using ArchiMate. The
ArchiMate modelling language was chosen as the basis for this paper because it includes a
series of strategy elements that enterprise architects can use to model strategic planning in
their firms. Over time, the ArchiMate standard has added many new elements that focus
on business strategy, in the form of courses of action, capabilities, and resources. Each of
the elements in the language is part of a layer, has a specific notation, and can have many
relationships with other elements between and within layers.

A limitation of this paper is that it does not visualize the other layers of the company.
Future researchers can use this structure, which is based on the main features of the
ArchiMate. There is also the possibility of aligning the strategic with the operational
perspective to align the three layers. This supports the development of both a top-down
and a bottom-up approach to EA, as well as a perspective focused on organizational and IT
aspects. As a result, it aids in aligning the business strategy with IT.

The ArchiMate extensions help researchers ensure a smooth evolution from opera-
tional architecture presentations to strategic planning, using basic elements of this mod-
elling language. Moreover, researchers can investigate how advanced analytical elements
can be incorporated to implement cross-model analysis and traceability, based on the
integrated concepts of strategic management and EA models.

Furthermore, future researchers can conduct interviews with the company to examine
how the company has transformed business processes and modelled the “To-Be” strategy.
It is essential to bring divergent opinions to a common understanding of business strategy,
in order to make the resulting model valuable.

Future researchers could expand on this modelling to support investment decisions,
accommodate the identification of business cases for projects, demonstrate projects’ contri-
butions to business strategy (portfolio management), and so on. Finally, future action can
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be conducted to develop a meta-model or even an ontology of business strategy planning
to model the case study.
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