Alignment:
From A Coherency Management Point of View!
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1. License for this Work
This document is designed for the Creative Commons V.3.0 U.S. The reader has the right to make
use of the document for commercial purposes and the reader may make derivatives of this
document; however when done so then the document has to inherence the license from this
document and thereby should be made public under the same conditions.
When modifications or derivatives of this document are published then the author has to credit Peter
Flemming Teunissen Sjoelin from Fifth Voyage as being one of the authors behind the new
document.

You can read more about the Creative Commons license at www.creativecommons.org
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2. Problem Statement
Alignment is a continuous process which all organizations and corporations desires to implement to
1) Profit maximize, 2) Achieving Agility, and 3) Achieving Competitive Advantage. Therefore
should the organization cooperate within its element to achieve this either by using the usual
Enterprise Architecture approach or by using the other business techniques that might have
similarities :
1) How can organizations achieve alignment with the tools presented other places than in
literature dealing with Enterprise Architecture? E.g., by achieving alignment through the
Balanced Scorecard.
2) How can economic (Business) approach assist the Coherency Architect with performing his
or her job?
3) How can the business approach and the IT approach be combined into a framework; if it is
applicational?
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3. Coherency Management
This section is a brief overview of what Coherency Management is and how alignment is a
fundamental part of the concept.
Coherency Management is a theory based on the concept of Enterprise Architecture. The theory
states that the enterprise architecture is a framework that can be matured and incorporated into the
enterprise (which can be an organization, NGO or a company/corporation).
The enterprise can by applying Enterprise Architecture come to a greater understanding of how the
enterprise (the theory states that every organization has an enterprise architecture though some
enterprises have more matured architectures than others) works and how the enterprise can create a
coherent system.
Enterprise Architecture is defined as being defined as Strategy, Business and Technology in one
view or concept. This view or concept can be utilized to identify gaps and assist a transformation
that will enable the organization to achieve its goals. Coherency management differs from
Enterprise Architecture by the fact that Coherency Management identifies several maturity levels of
Enterprise Architecture.
Coherency is build upon the idea that the organization will perform better when the management of
the organization is able to gain a more comprehensible view of how the organization works and not
to mention how the various elements of the organization interacts.
Through Enterprise Architecture the organization will be able to create a competitive advantage;
however the organizational system has to be analyzed though a methodical framework known as the
EA framework. There are several different approaches which can be made use of where some are
designed for the public sector and some are designed for the private sector.
One of the primary products of Coherency Management is “Alignment” of the resources,
components and other systems within the enterprise.
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4. The Balanced Scorecard
This section deals with the concept of the balanced scorecard. First the concept of the balanced
scorecard will be dealt with and then the concept of strategy maps will be handled.

4.1 The Concept of Balanced Scorecards
The Balanced Scorecard is a model which can be used as a tool to enable communication of goals,
targets and visions to the members of an organization and the various lines of businesses. The
balanced scorecard is build around four different views which can be made use of. The first one is
the financial perspective, the second one is the customers, the third one is the internal business and
the fourth one is the innovation & learning perspective. It is worth to mention that the balanced
scorecard is guided by Key Performance Indicators.
Customers

Innovation & Learning

Financial

Internal Business
Drawing 1: Balanced Scorecard

The four perspectives have to be aligned to give the organization the proper alignment with the
goals. In that way the model works as Leavitt's diamond. If one of the perspectives are altered then
the other three perspectives needs to be altered to cope with changes. One of the additional
techniques which can be used to aid the balanced scorecard is the strategy map. The strategy map is
a tool to align the various lines of businesses.

4.2 Strategy Maps
The strategy maps is based on the idea that the various lines of businesses needs to be handled and
aligned with the goals of the “core of the enterprise”. The core of the enterprise is supposed to that
part of the organization that produce the products or services that are manufactured which leads to
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the assumption that the service departments (those departments that in one way or the other provide
services to the other departments. If the service is not provided then the other departments can't
perform efficiently.
This leads to the concept of alignment which needs to be examined in greater detail.
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5. The Concept of Alignment
This section deals with how the concept of Alignment and why this is important. It is important to
emphasize that Kaplan and Norton wrote the book based on the idea that the balanced scorecard
could be applied to any organization and the organization thereby could utilize the many advantages
proposed in the balanced scorecard concept to gain value and alignment with the strategy.
Alignment is when the members, structures and technologies of the organization is aligned with the
corporate strategy.

5.1 Why is Alignment Important
Alignment is important because when organizations achieve a great degree of alignment with the
financial layer, the technological layer and the various business divisions, organizational layer and
for not to mention the support departments generates a higher value than organizations that have a
low degree of alignment.
Note that I wrote layers since I compare the book “Alignment” to Enterprise Architecture or
Coherency Management and this is notable when it comes to Coherency Management.
Kaplan and Norton focus on the idea that Balanced Scorecards can communicate the strategy to the
various individuals in the various different departments and divisions so they can be aware of how
their work assist the organization with creating value and to assist the organization in achieving its
goals.
Alignment matters when it comes to elements (layers) like employee motivation, mobilization,
strategy translation, organization alignment, employee motivation and governance (Kaplan &
Norton 2006, p.3):
•

“Mobilization: orchestrating change through the executive leadership

•

Strategy translation: defining Strategy Maps, balanced scorecards, targets, and initiatives

•

Organization alignment: aligning corporate, business units, support units, external partners,
and board with the strategy

•

Employee motivation will be dealt with by providing education, communication, goal
setting, incentive compensation and training of staff,

•

Governance: integrating strategy into planning, budgeting, reportung, and management
reviews”
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This equation deals with how value creation is achieved:
[Value Creation]=[Customer Derived Value][ Enterprise Derived Value]

[Value Creation Strategy ]=[Customer Value Proposition][ Enterprise Value Proposition]
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6. History of the Corporation and Corporate Strategy
Through the 18th, 19th, 20th and the 21st century the corporation evolved into what we know as the
today's corporation. Corporate Strategy was initiated as a concept during the first half of the 20th
century which is known as the era of Scientific Management (Fordism and Taylorism). This section
is based on the development of corporate strategy from the historical perspectives. The primary
source for this section is based on Kaplan and Norton chapter two.

6.1 Before Scientific Management
In the 18th and the 19th century the corporations was of the size of one to four employees that usually
were related in some way or the other. When the new employees where found they where found
through social networks which the members of the organization had constructed. The various jobs
didn't have any requirements for special training and the work was rarely organized after efficiency.
It is worth mentioning that this pattern is based on how corporations or for that matter ordinary
companies were structured in the Western civilization.

6.2 Scientific Management
The 20th century led to a pressure on corporations which led for the need for establishing another
form of management and governance. The focus was made by Frederick Taylor who made his study
called “Scientific Management”. This focus was build around creating efficiency and effectiveness.
Taylor came to the conclusion that the persons who was about to be hired by the organizations had
to be through a formal process and the workers should thereto go through a process where they
where up qualified to a specific thing in the organization. This led to that the individuals where put
near assemble lines where they worked along principals of specialization in a particular system.
The organization should therefore create an incentive program which was based on monetary
incentives with many small upgrades (bonuses) for the individual for when he or she had achieved
one of the goals defined by the leaders (top and middle management). For optimal efficiency should
the employees receive the orders in writing so they would be able to obtain the exact meaning of the
orders. Thereto was the views of the organizational systems forced on to the work force by applying
the bureaucratic system.
This led to an increase in productivity; however it also led to a decrease in employee satisfaction
and ability to innovate. Fordism (Scientific Management) led to the flood of organizations that was
designed upon the M-shape. The M-shape is defined as an organization that is based on hierarchical
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layers of organizational systems and the systems often work against each other e.g., the members of
the organization are working against each other and they are to specialized to work with their
systems that the members divided in the organizational matrix or devisions can't generate an
overview of the system and they are assigned tasks which are hard to prove that have any impact on
achieving the organizational goals.
It is thereto a likely scenario that the mangers of the organization have lost touch with the
production systems and they are therefore living in a vacuum (Hamel 2007) and are therefore not
able to change the strategy of the organization since they do not understand the organization.

6.3 Beyond Scientific Management
In the 1970s the automobile industry in the United States and in other Western countries
experienced that the Japanese competitors could produce better products (fewer errors to a lower
price) than the western companies could. This led to a series of studies in why the Japanese could
produce superior products faster and better.
The studies showed that the Japanese organizations such as Toyota had a unique organization
culture which encouraged the members to take action and the strategic initiatives came from the
bottom of the organization and not from the top. This was exactly opposite of the Western
companies where the strategic initiatives came from the top and information came from the bottom
to support the strategic decision taken by management.
Therefore many different initiatives to enable the Western organizations to gain efficiency, accuracy
and by that competitive advantage compared to the Japanese (and later East Asian) companies.
One of these approaches was the Balanced Scorecard by Kaplan and Norton. The Balanced
Scorcard and the associated strategy maps could be used to communicate strategy to the members
of the organization and thereby create a quasi situation. The quasi situation could develop into a
similar system as the Japanese and East Asian organizations experienced though based on the
initiative of the top management and not from the “core” of the organization.
The balanced scorecard is dealt with on page 6.

7. Analysis
The Balanced Scorecard is based on the functionalist paradigm as described by Burrell and Morgan
(Burrell and Morgan 1979) and this leads to a sociological perspective such as structuralism. This
world view is based on the idea that the leaders (management) of the organization is able to handle
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various problems and the opposition to the problem will parish when they are won over. Therefore
should the Coherency Architect make sure that this approach has to be criticized. The reason for
why this approach has to be criticized is that the it is very rare that the opposition to organizational
change simply just align themselves to changes and therefore the Coherency Architect focus on
alternate theories and approaches which focus on how to involve the members of the organization.
It is likely that the structuralist approach is evolved out of the same paradigm as the ideas that
Frederick Taylor presented that later became “Scientific Management”. This means that the
Coherency Architect should learn from alternative theories such as those that are presented in “The
Future of Management” by Gary Hamel.
The Balanced Scorecard and Enterprise Architecture (which is the basic tool of Coherency
Management) is build on the same idea and are compatible in the sense of the paradigm (as
mentioned earlier).
Both the Enterprise Architecture approach and the balanced scorecard is build upon that an analyst
go out into the organization and uncovers the mental models the other members. The data (or
mental models) he or she uncovers is then processed by the analyst and then he defines how the
artifacts (EA approach) or gaps in the lines of business can be identified.
Therefore it is likely that the enterprise can combine the two views, concepts and approaches to
gain a better understand of how the components of the organization interacts and creates value
(value proposition) to the customers of the organization.
In the other hand the paradigm of which both the Enterprise Architecture and the Balanced
Scorecard is build upon has the disadvantage that it might seem hostile to the current ways of how
to motivate and manage the employees of the organization.
Not to mention how the organization interacts with its domain and adapt to the changes in its
domain. The two tools are developed far after the establishment of Scientific Management the two
tools can be applied and build upon the ideas of the concepts presented in Scientific Management
and give the management the same power as they were entitled in the views of Scientific
Management.

8. Conclusion
I have answered the questions proposed in the problem statement with the answers I have found to
them.
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How can organizations achieve alignment with the tools presented other places than in
literature dealing with Enterprise Architecture? E.g., by achieving alignment through the
Balanced Scorecard.
The balanced scorecard is a tool that in the same paradigm as Enterprise Architecture. The tool
focuses on other perspectives than those dealt with the usual EA approaches such as the EA3
Cube™ by Scott Bernard; however these can be used to uncover artifacts within the enterprise that
needs to be dealt with e.g., by an EA transition plan articulated to be aligned with the EA program.
How can economic (Business) approach assist the Coherency Architect with performing his or
her job?
It is essentially wrong to differ between Enterprise Architecture and business orientated tools never
the less the business orientated tools can assist the Coherency Architect, Enterprise Architect or the
EA program manager with identifying artifacts and gaps in the enterprise architecture that needs to
be dealt with. Before the enterprise can achieve its goals
How can the business approach and the IT approach be combined into a framework; if it is
applicational?
The two approaches are in a way combined in the usual EA framework or approach the enterprise
applies. The balanced scorecard can be a very useful tool to identify the gaps within the
organization and likewise is the balanced scorecard a useful tool to communicate alignment with
business side of the organization.
The balanced scorecard should contribute to the framework but only as a tool.

CoherencyArchitect.com | Page 13

