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Creating Strategic Models
with
Enterprise Architect
Strategic Modeling enables an organization to plan for the future and
make decisions in accordance with its mission and values. Enterprise
Architect can model every stage of the planning and development
process, taking an idea 'from the clouds to reality.' T his Quick Start
Guide demonstrates how to create Strategic Models, including a Mind
Mapping Diagram, Organizational Chart, Flowchart, Value Chain,
Balanced Scorecard, Strategy Map and Decision T ree. An on-line
strategy for a restaurant is used to illustrate how Enterprise Architect
can cross-link various strategic models, providing comprehensive
traceability that enables stakeholders to trace a requirement directly
to a recorded discussion or corporate strategy.
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Introduction
Strategic Modeling can help an organization develop strategic goals, make decisions and solve complex
problems. Enterprise Architect's Model Driven Generation (MDG) Technology is capable of producing
a variety of Strategic Models including a Mind Mapping Diagram, Balanced Scorecard, Strategy Map,
Value Chain, Decision Tree and Flow Chart. Each Strategic Model within Enterprise Architect is
examined in detail, culminating in a hypothetical Restaurant that uses Strategic Modeling principles to
increase revenue, improve traceability, reduce over-time and manage staff.

What You Will Learn
This Quick Start Guide teaches you how to:
•

Develop Strategic Models that support decision making and problem solving.

•

Use Enterprise Architect to take notes, manage collaborative discussions, make decisions and
solve problems using a model based visual notation.

•

Layout diagram elements in order to improve readability and reduce complexity.

•

Develop an Organizational Chart that outlines staff responsibilities and reporting structures.

•

Interpret and improve a decision making process using a Flowchart.

•

Explain the purpose and benefits of Strategic Modeling.

•

Use existing Patterns within Enterprise Architect to rapidly create a Value Chain, Balanced
Scorecard, Strategy Map and a Decision Tree.

What You Will Gain
Applying the information in this Quick Start Guide will give you:
•

The ability to trace models from the highest levels to ensure that Strategic Plans become a reality.

•

A visual notation to help you conduct and record meetings, brainstorming sessions and
collaborative discussions.

•

An understanding reporting structures, roles and responsibilities within your organization.

•

Analysis and benchmarking tools that enhance customer and shareholder value.

•

Performance Management techniques for analyzing and improving your business.

•

An understanding of the relationship between corporate planning and real world outcomes.

Assumptions
This Guide has been written under the following assumptions:
•

You have a copy of Enterprise Architect installed.

•

You have a basic understanding of diagram creation and how to access the Toolbox, Project
Browser and the Properties Dialog.
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Creating a Mind Mapping Diagram
Mind Mapping Diagrams offer a flexible, visual notation to convey complex information. Typically
they are used for studying, collaborative discussions, problem solving, brainstorming, presenting
complex ideas and decision making. Using this non-linear approach allows the information to be
interpreted in many ways, producing unique and innovative solutions.
1. Open Enterprise Architect and create a new file called “StrategicModel.eap”. Create a Simple
View entitled “The Enterprise”, followed by a package called “MindMapping”.
2. Right-click the MindMapping Package and select Add | Add Diagram. Create a new
MindMapping diagram called “Brainstorm”.

3. Start with the central theme: Open the Toolbox and place a Central Topic called “Benefits of
Mind Mapping” into the middle of the Diagram View.

4. Create associated topics: Use the Quick Linker Arrow to create three Main Topics entitled
“Problem Solving”, “Memory Recall” and “Decision Making” as shown below. Alternatively
you can use the Relationship connector in the Toolbox to link to related topics.
5. Select “Memory Recall” and create three associated Topics called “Association”, “Visual
Memory” and “The Brain”.
6.

Select “The Brain” Topic and create four Sub-topics entitled “Emotion”, “Language”,
“Imagination” and “Visual Processing”. Your diagram should now contain 11 related topics.

7. Create links to on-line resources and important meta-data: Access the Properties Dialog for
the Central Topic called the “Benefits of Mind Mapping”. Select the Files tab and enter the
URL below in order to access the Enterprise Architect Help Entry related to Mind Mapping
Diagrams. Enterprise Architect can easily link to any supplementary material including local
the minutes of a meeting, relevant documents, files and web pages.
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8. Make elements stand out by adding color: Sometimes you may wish to draw attention to a
particular topic or concept. Use the Format toolbar (shown below) to alter the font color of the
Visual Processing Sub-Topic to the color blue. Color can be used to structure information and
enhance readability.

10. Layout the diagram: Select View | Layout Tools to alter the appearance of a Diagram. These
Tools provide a large number of customization options to enhance the visual layout and
presentation of your diagrams. Please Note: Mind Mapping diagrams traditionally use curved
lines.

11. Adjust the height and width of your diagram: Right-click your Mind Mapping diagram to
modify the layout of the diagram based on the following attributes:
•

Align elements (left, right, top, bottom, centers).

•

Modify size (Auto-size, same height and

•

width).

•

Space evenly (Equal distance across and down).

•

Layout selected elements.
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Benefits of Mind Mapping Example

Decision Making

Problem Solving

Benefits of Mind Mapping

Visual Memory
Association

Memory Recall

The Brain

Emotion
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Developing an Organizational Chart
An Organizational Chart (Org Chart) is a graphical representation of the structure of an organization,
describing the roles and responsibilities of each staff member. Enterprise Architect provides an Org
Chart pattern to speed up the creation of Organizational Charts. The following example illustrates how
easy it is to modify the basic pattern to suit your individual needs.
1. Create a new package entitled “The Org Chart”. Right-click the package and then select Add |
Add Diagram. Create a new Organizational Chart called “Company Structure” and click on OK.
2. From the Toolbox, select the “Org Chart” Pattern and drag it onto the Diagram View. Modify the
Pattern elements by selecting the ellipsis button next to each role.

3. Create the following roles in order :
•

Marketing Manager

•

Sales Manager

•

Accounting

•

Chief Financial Officer

•

Head of Logistics

•

Research and Development

•

Chief Technical Officer

•

Chief Operations Officer

•

Chief Executive Officer
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6. Move the Sales Manager Role so that they can report directly to the CEO.
7. Delete the connector to the Sales Manager Role. Move this Role next to the Chief Operations
Officer. Select the 'Reports to (Vertical Tree)' connector from the Toolbox and link Sales
Manager to the Chief Executive Officer.
8. Select the Chief Executive Officer and change the Line and Fill Color to 'Rose' using the Format
Toolbar.

Organizational Chart – Completed Example
Each Role in the diagram below can be linked to a position description, web page or personal CV via
the element's Properties or using a Linked Document. Enterprise Architect can also generate RTF and
HTML documentation in order to publish the Organizational Chart for distribution to staff.

Chi ef Executive
Offi cer

Sales M an ager

Chi ef Operati ons
Offi ce r

Chi e f T echni cal
Officer

Chi ef Fina nci al
Officer

He ad of Log istics

Research a nd
Devel opm ent

Accounti ng

M arketi ng
M an age r
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Creating a Flow Chart
A Flow Chart is a graphical representation of a sequence of events, helping decision makers understand
the relationship between their decisions and a given outcome. Flowcharts use a range of simple
geometric shapes to represent a process, decision, storage or output (shown below). Create a flowchart
for hiring staff at a Restaurant.
1. Create a new package entitled “Flow Chart”. Add a Flow Chart
diagram from the Strategic Modeling category.
2. Place a Begin and End icon onto the Diagram View. Name the two
respective items “Begin Selection Process” and “End HR Process”.
3. Create two different Processes called “Advertise Position” and
“Review Written Application”.
4. Create a Decision called “Met Due Date”. This decision will be
used to determine if a candidate will proceed to the written
application stage.
5. Draw a connector between “Begin Selection Process” and
“Advertise Position”, followed by another connector between
“Advertise Position” and “Met Due date”.
6. Right-click the Connector located between “Advertise Position”
and “Met Due date” and select the ControlFlow Properties.
7. Name the Connector 'Yes' as shown below.
8. By labeling the ControlFlow with the word “Yes”, we assert that if an
application is received by the due date then it will be reviewed by staff
in the Human Resources department. Any submissions received after
the due date will not be reviewed by staff. Create a Decision called
“Address Selection Criteria”. Draw a Connector from “Review Written
Application” to the Decision “Address Selection Criteria”.
9. Create a Process called “Interview Applicant”.
10. Draw a Connector from “Address Selection Criteria” to “Interview
Applicant” and label the connector 'Yes' - denoting that if the
applicant has addressed the selection criteria, then proceed to
“Interview Applicant”.
11. Create a Decision called “Appointment Made”. For the 'Yes' response,
draw a connector to “End HR Process”.
12. For the 'No' response, draw a connector to “Advertise Position”. Note:
You could use a Bezier Connector (a curved line) to improve the
diagram layout. Select the entire diagram (Ctrl+A) and Select Align
Centers | Align Vertically.
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Flow Chart – Completed Example
Be gi n S el ecti o n
Pro ce ss

A dverti se Po sti o n

M et Du e Date

Yes

Revi ew Wri tten
A pp li catio n

No

Add re ss
Sel ectio n
Cri teria

Yes

Intervie w Ap p lican t

App oi n tm e nt
M ad e

Yes

End HR
Pro cess
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Creating a Value Chain
A Value Chain (Porter, 1985) examines the performance and cost of each value-creation activity within
an organization. It is a tool that can be used for strategic planning purposes, to identify parts of an
organization that provide the best value for customers and shareholders. A Value Chain is often used in
conjunction with financial reporting to control cost drivers and identify areas that need improvement.
If a company can derive greater value from one of the activities in the Value Chain, they will be able to
beat the competition, creating greater value for the shareholder and customer. For example: A business
may have access to cheaper raw materials (Inbound Logistics) , use a more efficient manufacturing
process (Operations) or reduce transport and storage costs (Outbound Logistics). These primary
activities are in turn supported by a number of secondary activities such as HR Management and
Technology. A Business is able to gain a competitive advantage by analyzing each activity in the chain,
benchmarking the activity against the competition, improving processes, providing better differentiation
and reducing costs.
Enterprise Architect is able to link each activity in the Value Chain to support documentation, including
budgets and benchmark results. The ability to link to competitors' websites and web based market
information extends the power of the Value Chain beyond a traditional text based model.
1. Create a new package entitled “Value Chain”.
2. Create a new Value Chain diagram called “Our Company” and click on OK.
3. Select the Value Chain pattern from the Toolbox and place it on the Diagram View.

The Value Chain
Porter 1985

Firm Infrastru cture

Hum an Re so urce M an age m ent

T e chnology Deve lopm e nt

Procu rem en t

Lege nd
In bound
Logistics

Op eratio ns

Ou tboun d
Log istics

M arketing &
S al es

Se rvice

Gross S ale s
Supp ort Activiti es
Prim ary Activities

4. The default Value Chain can be customized to reflect how your company operates.
5. You can easily modify the color of each activity using the Format Toolbar.
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Creating a Balanced Scorecard
Traditional performance management tools only focus on financial outcomes and often fail to consider
other important factors like loyal customers or skilled staff. A more balanced approach is to consider
non-financial performance measures in relation to Company Strategy. For example, customers might be
prepared to pay more for goods and services produced from an environmentally friendly company. A
Balanced Scorecard (Kaplan and Norton, 1992) gives equal weight to four different perspectives. In a
single diagram you can record key financial and non-financial goals, with links to meaningful
benchmarks and performance measures. The Scorecard acts as a communication and measurement tool
to address strategic planning.
Balanced scorecard - Four perspectives:
•

Financial, Customer, Internal Business Process, Learning and Growth.

Each perspective must consider the following items:
•

Strategic Objectives (growth, profitability, customer satisfaction, process excellence)

•

Measures (revenue growth, return on equity, number of complaints, yield)

•

Targets.

•

Initiatives.

1. Create a new package entitled “Balanced Scorecard”.
2. Right-click the Balanced Scorecard package and select Add | Add Diagram.
3. Create a new Balanced Scorecard diagram called “Four Perspectives” and click on OK.
4. Select the Balanced Scorecard pattern from the Toolbox and place it on the Diagram View.
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Balanced Scorecard – Completed Example
The diagram below illustrates how the company vision and strategy is directly tied to each of the four
perspectives. Resource allocation is based on results and strategy rather than a set of arbitrary financial
numbers from the previous financial year. The Balanced Scorecard approach helps to ensure that
business activity is engineered to adhere to company values and meet targets. Enterprise Architect
allows each perspective to be linked to supporting documentation, model information and rigorous
benchmarks that verify whether strategic initiatives have been undertaken and associated targets met.

Fi n anci a l Perspective
Enter text in Note s fi eld .

Bu si ness Process Persp ective

Custo m er Persp ective

Enter text i n Note s fiel d.

Ente r te xt i n Notes fie l d.

VISION
&
STRATEGY

Lea rning & Growth Perspective
Enter text in Note s fi eld .
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Creating a Strategy Map
Kaplan and Norton developed the Balanced Scorecard and the Strategy Map (Kaplan and Norton,
2004). The Strategy Map extends the Balanced Scorecard approach in order to clarify corporate
strategy, using four perspectives and their 'cause and effect' relationship. The four perspectives are:
•

Financial

•

Customer

•

Internal Business Process

•

Learning and Growth.

Strategy Maps are typically used for planning and communicating the overall strategy of a given
organization in order to create sustained value for customers and shareholders in the form of a 'cause
and effect' chain. Strategy Maps provide a greater emphasis on measuring and managing the value
created by enhancing an organization's intangible assets.
Intangible assets are items of value that can not necessarily be seen or touched. Examples of intangible
assets include your brand, intellectual property, reputation, good will, patents, creativity and staff
morale. A large percentage of an organization's shareholder and customer value is associated with
intangible assets, yet traditional financial management systems fail to track, measure or evaluate them.
As a result it is important that tools such as a Balanced Scorecard and Strategy Map are used to develop
a more balanced approach to Strategic Planning. The ability to see 'cause and effect' relationships helps
an organization understand the chain of events that sees intangible assets transformed into real value.
Enterprise Architect provides three basic Patterns that can be used to create a Strategy Map. The first
Pattern is very basic and provides the greatest flexibility with respect to the layout of your Strategy
Map. The Toolbox provides a number of tools such as a mission and intangible asset. The second and
third Pattern provide a more comprehensive overview, with far more internal processing and intangible
assets.
Strategic objectives are represented as an oval.
1. Create a new package entitled “Strategy Map”.
2. Create a new Strategy Map diagram called “Our Strategy” and click on OK.
3. Select the Pattern entitled “Strategy Map 2” and place it onto the Diagram View.
4. This diagram will display all four perspectives and includes a detailed breakdown of each.
5. Examine the two additional patterns in order to see the layout of each alternative Strategy Map
example.
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Strategy Map – Completed Example
Fi nanci al Perspecti ve

Fi nanci al Results

Custom er Perspecti ve

T im e

P erform ance and
S ervi ce

Quality

Price or rate

Interna l Perspective

Internal
Perspectiv e::
Operations
management
processes

Internal
Perspectiv e::
Customer
management
processes

Internal
Perspectiv e::
Innov ation
processes

Internal
Perspectiv e::
Regulatory and
social processes

Learni ng and Growth Perspective
Hum an Ca pi tal

In form ati on Capita l

Organization Capi tal
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Using a Decision Tree Pattern
A Decision Tree uses a visual notation to represent a series of decisions and possible outcomes. It can
be used in either a descriptive or predictive manner to visualize outcomes and decision points.
1. Create a new package entitled “Decision Tree”, followed by a Strategy Map Diagram called
“Key Decisions”.
2. Select the Pattern “Decision Tree - Object” and place it on the Diagram View.

Modify the The Primate Decision Tree Template below to create a Decision Tree related to the interview
process for staff at a restaurant.
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Creating a Decision Tree
1. Replace the heading “Primate Decision Tree” with the words “The Interview Process”.
2. Delete the Outcome “Marmoset”. Right-click and use the Properties dialog to modify the
name of the Test called “Tail” to “Well Presented”.
3. Make the following changes to each Test described below:
•

“Thumb Opposable” → “Successful Reference Check”

•

“Big Toe Opposable” → “Customer Facing Role”

•

“Long Tail” → “Applicant Met Criteria ”

4. Make the following changes to each Outcome Object described below:
•

“New World Monkey” → “Make Appointment”

•

“Old World Monkey” → “Reject Applicant By Phone”

•

“Ape” → “Reject Applicant by Mail”

•

“Man” → “Must Attend Second Interview”

5. Draw a Boolean False connector between “Successful Reference Check” and “Reject Applicant
by Mail.

Decision Tree – Completed Example
The Interview Process
M ake App oin tm en t

Ap pl ican t M et
Crite ria

Successfu l
Referen ce Ch eck

T rue

T ru e
Fal se
Rej ect Ap pl ica n t
b y P h one

Fal se

T ru e

Rej ect A p pl ican t
by M ai l

Well Pre sen te d

Fal se
T rue
Cuso m er Fa cin g
Rol e

False
M u st Atte n d
S eco nd Intervi ew

Legend
T est
O u tcom e
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The Restaurant Example – Putting the Pieces Together
Enterprise Architect has the ability to model every stage of the system development life cycle. Each
element can be cross-linked to provide comprehensive model traceability. The following example illustrates
how Enterprise Architect can link corporate strategy to the development of a corporate website for a large
restaurant, bringing ideas and corporate strategy into reality.

Creating a Balanced Scorecard for Our Restaurant
The Balanced Scorecard below aligns a restaurant's business activity with its vision and strategy, to be
more customer focused. A number of intangible assets such as customer satisfaction and staff morale are
identified as being crucial to success, and an online strategy will be employed to achieve these aims.
Traditional financial accounting methods fail to measure intangible assets even though they are vital for
the success of a service based business, such as a restaurant.
Fin a ncia l Pe rspe ctive
In crea sed turno ve r
Red u ce i np u t costs
Decre a se o ve rti m e

B u sin e ss P ro ce ss P ersp ecti ve
Orde r stock o n lin e
Si m pl ify ro ste r m a na g em e n t
Staff m a n ag e m en t - o n lin e
Re cord tim e she e ts - o n lin e
Cu stom e r lo ya lty sch e m e
El icit cu sto m e r fee d ba ck

Cu stom e r Pe rspe ctive

Good Service
Happy Customers
Online Strategy

Exce lle n t custo m er se rvice
Fri en d ly sta ff
Cu sto m e r l oyal ty sche m e
Pre m iu m fo o d an d d rin ks

L ea rn in g & Gro wth P ersp e cti ve
Im p ro ve custo m er se rvice
P ro m o te RSA trai ni ng
(Re sp on si bl e se rvin g of alcoho l)
P ro vid e a ccess to wag e
in fo rm a tio n
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Brainstorming the Creation of a Restaurant Website
After modeling the Balanced Scorecard, the business brainstorms ideas related to the development of a
website in order to support the company vision. The site needs to promote the business and manage
customers, suppliers and staff. The following Mind Mapping diagram outlines the key aspects of the
proposed website with each Main Topic linking to plans, requirements and system information.

Order Stock From
Suppl iers

Increase Foot T raffi c

Create Restaura nt
Websi te

M anage S taff

M anage Cu stom e r
Loyal ty S che m e

Each of the discussion points raised in the Mind Mapping diagram can be expanded. For example,
“Manage Staff” will contain an organizational chart, weekly rosters, shift allowances, leave forms and
other administrative functions. Right-click “Manage Staff” and select Advanced | Make Composite.
Double-click Manage Staff to open the Composite diagram. By default the Composite diagram is the
same as the parent, a Mind Mapping Diagram. From the Main Menu select Diagram | Change Type.
Then select Strategic Modeling followed by Org Chart as shown below. We shall now produce an
Organizational Chart outlining the reporting structures needed to manage staff effectively.
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Organizational Structure of the Restaurant

Enterprise Architect lets you model at each level of abstraction, from corporate strategy to detailed
system logic. By linking elements across these levels of abstraction, you can readily achieve end-to-end
traceability. The example below links corporate strategy to shift allowances and employment
legislation.
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The next step is to develop a series of requirements for a roster system to be used by all Service Staff.
Right-click the Service Role in the Org Chart and select Advanced | Make Composite. Change the
Diagram Type by selecting Diagram Type from the Diagram Menu. Select Extended | Requirements.

We shall now create a series of requirements that will govern the rostering system. The requirement
described below illustrates how system requirements can be directly tied to the strategic planning
outcomes on the Balanced Scorecard, such as reducing overtime. This also helps management to
identify and trace how strategic planning influences system design, including the creation of system
requirements.
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System Requirements
Listed below are a series of requirements that form a subset of the online rostering system. Note that
the Aggregation relationships indicate that 'Process Time Sheet' contains a number of more specialized
requirements.
Re p o rt O n
ro stere d ho u rs

Ca lcu la te T o ta l Ho u rs - m u st
n o t e xcee d roste re d h ou rs

Ca lcu la te Sh ift A ll o wa n ce s
b a se d o n a 3 8 h o u r wee k
Pro ce ss T i m e S h e e t
Ca lcu la te O ve rti m e - M u st
n o t e xcee d 4 4 h o u rs p e r
we e k.
Ad ju st L e a ve E n titl e m e nts

The following Use Case Diagram illustrates how the owner and restaurant staff interact with the website
to access reports and time sheets.
Corporate Websi te - Staff M anagem ent

Process Time Sheet

Staff Member
Process Leav e Request

System Database

Generate Roster Information

Generate Reports
Owner
(Adminsitrator)
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Traceability
Enterprise Architect can track relationships in a number of different ways including using a Custom
diagram, the Relationship Matrix and the Traceability View. Enterprise Architect provides a contextsensitive trace of an element's relationships in the model. For example, in the Traceability window
below, note the relationships between a Requirement Element and other parts of the model.
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Traceability Model
The Custom diagram below illustrates how an idea from the Balanced Scorecard can evolve from
strategy to reality. The Online Strategy that was formalized in the Balanced Scorecard through a series
of meetings and brainstorming sessions, eventually becomes a series of real world requirements for a
web site and online business strategy. The relationship between each Enterprise Architect model element
is outlined in the Custom Diagram below:
(From the Balanced Scoreboard )
Strategy - b asis of all other artifacts

Busi ne ss Proce ss Perspective

(From the M ind M apping Diagram )

Process Time Sheet

Service

(from Use Case Diagram)

Order stock onli ne
Sim plify roster m anagem ent
Staff m anagem e nt - online
Record tim e shee ts - onli ne
Custom er loyalty schem e
Eli cit custom er feedback

M anage Sta ff

(From the Service Section of the O rg Chart)

req Serv ice

Calcu late T otal Hours - m ust
not e xceed rostered hours

Report On
rostered hours

Calcu late Shi ft Allowances
based on a 38 hour week
Process T im e Sheet
Calcu late Overti m e - M ust
not e xceed 44 hou rs per
week.
Adjust Leave Entitlem ents

(From th e Requirem e nts Di ag ram )

Traceability Summary
Enterprise Architect can help you highlight the relationships and dependencies between various phases
of the development process. It is important that management is able to identify and trace how corporate
strategy becomes a reality. Strategic Modeling also communicate the relevant facts to enable staff to
build the right systems according to an organization's mission and values.
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Section Review

What have we learned?
The Strategic Modeling Quick Start Guide examined the following topics:
•

Enabling Strategic Modeling and MindMapping MDG Technology

•

Mind Maps

•

Organizational Charts

•

Flow Charts

•

Value Chain

•

Balanced Scorecard

•

Strategy map

•

Decision Tree

Enterprise Architect can be used to assist business professionals undertake Strategic Modeling. The
Strategic Models discussed have a wide range of applications including managing collaborative
discussions, illustrating complex ideas, outlining staff responsibilities, planning for the future and
achieving balanced organizational goals. The modeling process helps the business to gain a greater
understanding of organizational performance, long term strategic objectives and organizational
structure. Enterprise Architect provides templates that can save time and rapidly build comprehensive
models such as a Balanced Scorecard that can easily link to support documentation, web based
resources, model elements, traceability tools and code generation facilities. This comprehensive set of
features provides a powerful environment for any business professional involved in Strategic Modeling
and long term planning.
The Restaurant example was used to illustrate how to take an idea 'from the clouds to reality.' We were
able to take an element from our corporate strategy and directly link this to the specification of an
individual system. By extending this traceability model in Enterprise Architect for each level of
abstraction, we can achieve end-to-end traceability across the entire lifecycle.
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