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Please read this scenario prior to answering the question

You are the Chief Enterprise Architect at a large food service company specializing in sales to trade and wholesale, for exanple,
restaurants and other food retailers.

One of your company's competitors has launched a revolutionary product range and is running a very aggressive marketing
campaign. Your company's resellers are successively announcing that they are not interested in your company's products and will sell
your competitor's.

The CEO has stated there must be significant change to address the situation. He has made it clear that new markets must be found
for the company's products, and that the business needs to pivot, and address the retail market as well as the existing wholesale
market.

A consideration is the company's ability and willingness to change its business model, and ifit is a temporary or permanent change.
An additional risk factor is one of culture. The company has been used to a stable business with a reasonably well known and settled
client base - all with its own local understandings and practices.

The CEO is the sponsor of the EA program within the company. You have been engaged with the sales, logistics, production, and
marketing teams, enabling the architecture activity to start. An Architecture Vision, Architecture Principles, and Requirements have
all been agreed. As you move forward to develop a possible Target Architecture you have identified that some of the key
stakeholders' preferences are incompatible. The incompatibilities are focused primarily on time-to-market, cost savings, and the need
to bring out a fully featured product range, but there are additional factors.

Refer to the scenario

You have been asked how you will address the incompatibilities between key stakeholder preferences.

Based on the TOGAF standard which of the following is the best answer?

¢ A. Youwould use the Architecture Vision, Principles, and Requirements to define a set of criteria for alternatives and create a
set of architecture views to illustrate the impact of the alternative Target Architectures. You would identify the impact on
planned projects. You would understand the strengths and weaknesses of the alternatives. You would conduct a formal
stakeholder review to decide which alternative to move forward with. You will determine the funding required.

¢ B. You would seek to understand value preferences and priorities of the stakeholders. You would develop alternative Target
Architectures, highlighting the gaps between current state and the alternatives. You would consider combining features fiom
one or more alternatives in collaboration with the stakeholders. A formal stakeholder review should then be held to decide
which alternative is fit for purpose and should be moved forward with. You will then secure the funding required.

¢ C. Yourecommend that since the CEO has stated that the company must pivot, it is better to compromise on a full product
range rather than time-to-market. You would develop just enough of the Target Architecture to demonstrate fitness of the
proposed approach. You would limit the description to just where there is a gap between the current baseline. You would
seek approval by the stakeholders to move forward with developing the Target Architecture in detail

¢ D. You would review the Stakeholder Map and ensure that you have addressed and represented the concerns of all
department heads. You will nvolve them in resolving the incompatibilities. The Communications Plan should include a report
that summarizes the key features of the architecture with and how incompatibilities were resolved to reflects the stakeholders'
requirenents. You will check with each key stakeholder they are satisfied with how the incompatibilities have been resolved.
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According to the TOGAF standard, the Target Architecture is the description of a future state of the architecture being developed
for an organization. It should be aligned with the Architecture Vision, Principles, and Requirements that have been agreed with the
stakeholders. To address the incompatibilities between key stakeholder preferences, the TOGAF standard recommends creating
and evaluating multiple alternative Target Architectures that meet different sets of criteria. These criteria should reflect the value
preferences and priorities of the stakeholders, as well as the business drivers and objectives. The alternative Target Architectures
should be illustrated using a set of architecture views that show the impact of each alternative on the business, data, application, and
technology domains. The impact on planned projects should also be identified and analyzed. The strengths and weaknesses of each
alternative should be understood and documented. A formal stakeholder review should then be conducted to decide which
alternative is the most fit for purpose and should be moved forward with. The funding required for implementing the chosen
alternative should also be determned and secured. Reference:

The TOGAF Standard, Version 9.2 - Phase B: Business Architecture - The Open Group The TOGAF Standard, Version 9.2 -
Phase C: Information Systenms Architectures - The Open Group

[The TOGAF Standard, Version 9.2 - Phase D: Technology Architecture - The Open Group]



[The TOGAF Standard, Version 9.2 - Phase E: Opportunities and Solutions - The Open Group]
[The TOGAF Standard, Version 9.2 - Phase F: Migration Planning - The Open Group]
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You are working as an Enterprise Architect within the Enterprise Architecture (EA) team at a healthcare and life sciences company.
The EA team is developing a secure system for researchers to share clinical trial information easily across the organization and with
external partners.

Due to the highly sensitive nature of the information, each architecture domain must consider privacy and safety concerns. The
healthcare division has been directed to minimize disruptions to clinical trials while introducing the new system gradually.

How would you identify the work packages for introducing the new system? Based on the TOGAF standard, which of the following
is the best answer?

¢ A. Draw up an Implementation Factor Catalog to indicate actions and constraints. Use a Consolidated Gaps, Solutions, and
Dependencies Matrix, then group similar activities into work packages and identify dependencies.

¢ B. Identify Solution Building Blocks for development or procurement, then use a CRUD matrix to rank and select the most
cost-effective work packages. Schedule the rollout sequentially across regions.

e (. Use a Consolidated Gaps, Solutions, and Dependencies Matrix to create work packages and sequence them into
Capability Increments. Document in a Transition Architecture State Evolution Table.

¢ D. Use a Consolidated Gaps, Solutions, and Dependencies Matrix to classify each solution, group them into work packages,
then regroup into Capability Increments. Document in an Architecture Definition Increments Table.
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In the TOGAF framework, understanding and addressing stakeholder concerns is crucial, particularly for complex projects with high
stakes like the Al-first initiative described in the scenario. This approach aligns well with TOGAF's ADM (Architecture
Development Method) and its emphasis on effective stakeholder management and risk assessment. Here's why this is the best
course of action:

Stakeholder Analysis and Documentation:

Conducting a stakeholder analysis is foundational in the early stages of any TOGAF project, particularly during the Preliminary and
Architecture Vision phases. This process involves identifying the different stakeholders, understanding their positions, documenting
their concerns, and considering any cultural factors that might influence their perspective on the Al-first initiative. Given the diverse
concerns raised (such as job security, skill requirements, and cybersecurity), it's essential to have a clear understanding of each
stakeholder group's priorities and fears.

Recording Concerns in the Architecture Vision Document:

The Architecture Vision phase in TOGAF focuses on defining the high-level scope and objectives of the architecture project. By
documenting stakeholder concerns and the corresponding views in the Architecture Vision document, the EA team ensures that
these concerns are transparently acknowledged and addressed as part of the strategic direction. This step not only aligns with
TOGAF best practices but also helps in building stakeholder buy-in and trust.

Architecture Requirements Specification and Risk Management:

Risk management is a key aspect of TOGAF's ADM, particularly in the Requirements Management and Implementation
Governance phases. Documenting the requirements for addressing specific risks in the Architecture Requirements Specification
provides a structured way to ensure that identified risks are acknowledged and managed throughout the transformation. Regular
assessments and feedback loops ensure ongoing alignment and adaptability to emerging risks, which is particularly important given
the dynamic nature of Al and its associated challenges.

Aligniment with TOGAF ADM Phases:

This approach follows the prescribed flow of TOGAF's ADM, starting with stakeholder engagement in the Prelimmnary and
Architecture Vision phases and progressing to risk assessment in the Requirements Management phase. By maintaining a focus on
stakeholder needs and formalizing these into architecture requirements, the EA team can ensure that the architecture not only meets
business objectives but also mitigates stakeholder concerns.

TOGAF Reference on Stakeholder Management Techniques:

TOGAF places significant emphasis on managing stakeholder concerns through its stakeholder management techniques, which
highlight the need to systematically identify, analyze, and address the concerns of all involved parties. This practice helps ensure that
the architecture is viable and accepted across the organization.

By conducting a thorough stakeholder analysis and integrating the findings into both the Architecture Vision and the Architecture
Requirements Specification, the EA team can proactively address stakeholder concerns, manage risks, and align the Al-first initiative
with the agency's strategic objectives. This approach is consistent with TOGAF's guidance and provides a structured framework for
addressing both business and technical challenges in the context of an Al-first transformation.
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Scenario

You are working as an Enterprise Architect within an Enterprise Architecture (EA) team at a large government agency. The agency
has muiltiple divisions.

The agency has a well-established EA practice and follows the TOGAF standard as its method for architecture development. Along
with the EA program, the agency also uses various management frameworks, including business planning, project/portfolio
management, and operations management. The EA programis sponsored by the Chief Information Officer (CIO), who has actively
promoted architecting with agility within the EA department as her preferred approach for projects.

The government has mandated that the agency prepare thenselves for an Artificial Intelligence (AD-first world, which they have
called their "Al-first" plan. As a result, the agency is looking to determine the impact and role that Al will play moving forward. The
CIO has approved a Request for Architecture Work to look at how Al can be used for services across the agency. She has noted
that digital platforms will be a priority for investment in order to scale the Al applications planned. Using Al to automate tasks and
make things run smoother is seen as a big advantage. Process automation and improved efficiency from manual, repetitive activities
have been identified as the key benefits of applying generative Al to their agency's business. This will include back-office automation,
for exanple, for help center agents who receive hundreds of email inquiries. This should also improve services for citizens by making
them more efficient and personalized, tailored to each individual's needs.

Many of the agency leaders are worried about relying too much on Al. Some leaders think their employees will need to learn new
skills. Some employees are worried they might lose their jobs to Al. Other leaders worry about security and cyber resilience in the
digital platforms needed for Al to be successful.

The leader of the Enterprise Architecture team has asked for your suggestions on how to address the concerns, and how to manage
the risks of a new architecture for the Al-first project.

Based on the TOGAF standard, which of the following is the best answer?

¢ A Yourecommend conducting an analysis that separates the different types of stakeholders into groups. They can be divided
nto categories: corporate functions, end-user organization, project team, external vendors, and external partners. A model
will be developed for each stakeholder category to ensure that all the necessary information and actions are taken into
account. Meetings will be arranged with stakeholders to verify that their concerns have been adequately addressed. Risk
management will be included in this process.

¢ B. You recommend that the key stakeholders be formally identified. This should include those who will be most helpful for the
change to be successful. A Communication Plan should be made to address their needs. This plan should include a report that
summarizes the key features of the architecture based on stakeholder requirements and addressing concerns. You
communicate with each key stakeholder to make sure their concerns are being addressed. You make sure that the
architecture being developed clearly addresses risk management.

¢ C. Yourecommend conducting an analysis of the stakeholders. This involves documenting the positions, concerns, issues, and
cultural factors of each group. This information will shape how the architecture is to be presented and communicated. The
concerns and relevant views can then be defined for each group and recorded in the Architecture Vision document. The
requirements for addressing risk should be recorded in the Architecture Requirements Specification and checked through
regular assessments and feedback.

¢ D. Yourecommend creating an Organization Map to display the links between different parts of the agency. This will help the
EA teamto find and involve all areas of the agency impacted by this strategic change. Multiple business models should then be
created that can be applied to Al-related projects. A meeting will be held with the stakeholders to teach them how to
nterpret the models and see how their concerns are being addressed. Risk will be managed as part of the Security
Architecture development.
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Comprehensive and Detailed Step-by-Step Explanation

Context of the Scenario

The agency is initiating a strategic "Al-first" plan to transform processes using Al and improve efliciency while ensuring service
improvements for citizens. Several stakeholder concerns have been raised, such as:

Job security for employees.

Skill development for adapting to new technologies.

Cybersecurity and resilience risks due to reliance on digital platforns.

TOGAF emphasizes the importance of stakeholder management, communication, and risk management to ensure successful
adoption and implementation of new architecture. These concerns need to be addressed methodically by gathering requirements,
analyzing stakeholder positions, and ensuring proper communication of risks and benefits.

Option Analysis

Option A:

Strengths:

Proposes creating an Organization Map to identify the links between different parts of the agency and the impact of the strategic



change.

Suggests holding stakeholder meetings to address concerns.

Includes managing risks as part of Security Architecture development.

Weaknesses:

Focusing solely on creating business models and teaching stakeholders how to interpret them does not directly address cultural and
positional concerns about job loss, skill development, and security.

Risk management is addressed as part of Security Architecture development but lacks broader integration into stakeholder
requirerments.

Conclusion: Incorrect, as it fails to systematically document stakeholder concerns and map them into requirements and architecture
decisions.

Option B:

Strengths:

Highlights the importance of formal stakeholder identification and creating a Communication Plan.

Suggests addressing stakeholder concerns through commumnication and risk management.

Weaknesses:

Does not go into detail on analyzing stakeholder concerns, cultural positions, or specific requirements.

Lacks the inclusion of stakeholder feedback in architecture artifacts like the Architecture Vision or Requirements Specification,
which are critical TOGAF outputs.

Conclusion: Incorrect, as it does not include a systematic and structured approach for stakeholder analysis and integration into
architecture deliverables.

Option C:

Strengths:

Emphasizes conducting a thorough stakeholder analysis to document concerns, positions, and cultural factors, which aligns with
TOGAF's approach in Phase A (Architecture Vision).

Ensures stakeholder views and requirements are recorded in the Architecture Vision document and reflected in the Architecture
Requirements Specification.

Includes continuous assessment and feedback, ensuring concerns are addressed and risks managed effectively.

Aligns with TOGAF's principle of involving stakeholders in architecture development to ensure alignment and success.
Weaknesses:

Could further detail how risk management is included across all phases, but this is implied through integration into the Architecture
Requirements Specification.

Conclusion: Correct, as it provides a structured and detailed approach for addressing stakeholder concerns and managing risks
within TOGAF's framework.

Option D:

Strengths:

Suggests categorizing stakeholders into groups and creating models for each category.

Proposes arranging meetings to verify that concerns have been addressed.

Includes risk management as part of the process.

Weaknesses:

Dividing stakeholders into generic categories (e.g,, corporate functions, project team) may not adequately capture specific cultural
factors and concerns raised in the scenario.

Lacks integration of stakeholder feedback into architecture deliverables such as the Architecture Vision and Architecture
Requirements Specification.

Conclusion: Incorrect, as it provides a generalized and less targeted approach to stakeholder concerns compared to Option C.
TOGAF Reference

Stakeholder Management (Phase A): TOGAF emphasizes analyzing stakeholders' positions, concerns, and issues to shape
architecture development and communication (TOGAF 9.2, Section 24.2).

Architecture Vision: Captures high-level requirements and stakeholder views to ensure alignment with business goals (TOGAF 9.2,
Section 6.2).

Architecture Requirements Specification: Records detailed requirements, including those related to risk management, to guide the
development of target architectures (TOGAF 9.2, Section 35.5).

Iterative Feedback: Regular assessments and feedback loops are critical to ensure stakeholder concerns are addressed effectively
throughout the ADM cycle.

By selecting Option C, the approach adheres to TOGAF's principles of stakeholder analysis, communication, and integration of
concerns into architecture development.

R #29
Please read this scenario prior to answering the question
Your role is that of a senior architect, reporting to the Chief Enterprise Architect, at a medium-sized company with 400 employees.



The nature of the business is such that the data and the information stored on the company systens is their major asset and is highly
confidential.

The company employees travel extensively for work and must communicate over public infrastructure using message encryption,
VPN, and other standard safeguards. The company has invested in cybersecurity awareness training for all its staff. However, it is
recognized that even with good education as well as system security, there is a dependency on third-parly suppliers of infrastructure
and software.

The company uses the TOGAF standard as the method and guiding framework for its Enterprise Architecture (EA) practice. The
CTO is the sponsor of the activity.

The Chief Security Officer (CSO) has noted an increase in ransomware (malicious software used in ransom demands) attacks on
companies with a similar profile. The CSO recognizes that no matter how much is spent on education, and support, it is likely just a
matter of time before the company suffers a significant attack that could completely lock them out of their information assets.

A risk assessment has been done and the company has sought cyber insurance that includes ransomware coverage. The quotation
for this insurance is hugely expensive. The CTO has recently read a survey that stated that one in four organizations paying ransons
were still unable to recover their data, while nearly as many were able to recover the data without paying a ransom The CTO has
concluded that taking out cyber insurance in case they need to pay a ransom is not an option.

Refer to the scenario

You have been asked to describe the steps you would take to improve the resilience of the current architecture?

Based on the TOGAF standard which of the following is the best answer?

¢ A. You would ensure that the company has in place up-to-date processes for managing change to the current Enterprise
Architecture. Based on the scope of the concerns raised you recommend that this be managed at the infrastructure level
Changes should be made to the baseline description of the Technology Architecture. The changes should be approved by the
Architecture Board and implemented by change management techniques.

¢ B. You would determine business continuity requirements, and undertake a gap analysis of the current Enterprise
Architecture. You would make recommendations for change requirements to address the situation and create a change
request. You would manage a meeting of the Architecture Board to assess and approve the change request. Once approved
you would produce a new Request for Architecture Work to activate an ADM cycle to carry out a project to define the
change.

¢ C. You would request an Architecture Compliance Review with the scope to examine the company's resilience to
ransomware attacks. You would identify the departments involved and have them nominate representatives. You would then
tailor checklists to address the requirement for increased resilience. You would circulate to the nominated representatives for
themto complete. You would then review the completed checklists, identifying and resolving issues. You would then
determine and present your recommendations.

¢ D. You would monitor for technology changes from your existing suppliers that could improve resilience. You would prepare
and run a disaster recovery planning exercise for a ransomware attack and analyze the performance of the current Enterprise
Architecture. Using the findings, you would prepare a gap analysis of the current Enterprise Architecture. You would prepare
change requests to address identified gaps. You would add the changes implemented to the Architecture Reposttory.

IEf#: B
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Business continuity is the ability of an organization to mamntain essential functions during and after a disaster or disruption. Business
continuity requirements are the specifications and criteria that define the acceptable level of performance and availability of the
business processes and services in the event of a disaster or disruption. A gap analysis is a technique that compares the current state
of'the architecture with the desired state, and identifies the gaps or differences that need to be addressed. A change request is a
formal proposal for an amendment to some product or system, such as the architecture. A Request for Architecture Work is a
document that describes the scope, approach, and expected outcomes of an architecture project123 The best answer is A, because
it describes the steps that would improve the resilience of the current architecture, which is the ability to withstand and recover from
a ransomware attack or any other disruption. The steps are:

Determine the business continuity requirements, which specify the mmimum acceptable level of performance and availability of the
business processes and services in case of a ransonmware attack. This would nvolve identifying the critical business functions, the
recovery time objectives, the recovery point objectives, and the dependencies and resources needed for recovery.

Undertake a gap analysis of the current Enterprise Architecture, which compares the current state of the architecture with the desired
state based on the business continuity requirements. This would involve assessing the strengths and weaknesses of the current
architecture, the risks and opportunities for improvement, and the gaps or differences that need to be addressed.

Make recommendations for change requirements to address the situation and create a change request. This would involve proposing
solutions and alternatives to close the gaps, enhance the resilience, and mitigate the risks of the current architecture. The change
request would document the rationale, scope, impact, and benefits of the proposed changes, and seek approval from the relevant
stakeholders.

Manage a meeting of the Architecture Board to assess and approve the change request. The Architecture Board is a governance
body that oversees the architecture work and ensures compliance with the architecture principles, standards, and goals. The meeting



would involve presenting the change request, discussing the pros and cons, resolving any issues or conflicts, and obtaining the
approval or rejection of the change request.

Once approved, produce a new Request for Architecture Work to activate an ADM cycle to carry out a project to define the
change. The Request for Architecture Work would describe the scope, approach, and expected outcomes of the architecture
project that would implement the approved change request. The Request for Architecture Work would initiate a new cycle of the
Architecture Development Method (ADM), which is the core process of the TOGAF standard that guides the development and
management of the enterprise architecture.

References: 1: The TOGAF Standard, Version 9.2, Part I1I: ADM Guidelines and Techniques, Chapter 33: Business Scenarios 2:
The TOGAF Standard, Version 9.2, Part III: ADM Guidelines and Techniques, Chapter 30: Gap Analysis 3: The TOGAF
Standard, Version 9.2, Part I1I: ADM Guidelines and Techniques, Chapter 31: Architecture Change Management : The TOGAF
Standard, Version 9.2, Part II: Architecture Development Method (ADM), Chapter 7: Request for Architecture Work : The
TOGAF Standard, Version 9.2, Part I1I: ADM Guidelines and Techniques, Chapter 34: Business Transformation Readiness
Assessment : The TOGAF Standard, Version 9.2, Part I1l: ADM Guidelines and Techniques, Chapter 30: Gap Analysis : The
TOGAF Standard, Version 9.2, Part I1l: ADM Guidelines and Techniques, Chapter 31: Architecture Change Management : The
TOGAF Standard, Version 9.2, Part VI: Architecture Capability Framework, Chapter 50: Architecture Governance : The TOGAF
Standard, Version 9.2, Part II: Architecture Development Method (ADM), Chapter 7: Request for Architecture Work
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Please read this scenario prior to answering the question

You are employed as an Enterprise Architect within a clinical research and health technologies company. The company is dedicated
to transforming healthcare with new ideas and advancements. The company has multiple divisions that cover different aspects of the
business.

The company's Enterprise Architecture (EA) department has mature, well-developed architecture governance and development
processes following the TOGAF standard.

In addition to the EA program, the company has a number of management

frameworks in use. The Architecture Board includes representatives fiom each division of the company. The Chief Information
Officer (CIO) is the sponsor of the Enterprise Architecture program. The CIO has actively encouraged architecting with agility within
the EA department as the preferred approach for projects.

Many of the company's rivals have begun using Artificial Intelligence (Al) in their operations, and the indications are that this will be
transformative for healthcare delivery. This is something the EA department has been interested in for a while, and they had recently
submitted an architecture Change Request which was approved. As a result, the CIO has approved a Request for Architecture
Work to mnvestigate the implementation of Al in the company.

Areas for evaluation include:

How can staffuse Al daily in their current roles?

How can Al enhance access to care for patients, and how to make that experience seamless?

How can Al offer new workplace platforms and tools to increase efficiency?

Some of'the top managers are worried about a change in the way of working, and if it will achieve the goals. Many are not confident
that the company's risk management processes are adequate for a company-wide integration of generative Al There are also
questions from staff'about whether enough specific guidelines and polices have been put in place for responsible use of Al

Refer to the scenario

You have been assigned to the architecture development and asked how to address the concerns and manage risk for the project.
How do you begin?

Based on the TOGAF standard which of the following is the best answer?

¢ A Yourecommend that models be created for the Draft Business, Data, Application, and Technology Architectures. These
can be used to minimize risk, and make sure that the system meets the local regulations for each division. Together with the
problem description, and requirements, these should be included in the Architecture Vision document. A formal review should
be held with the stakeholders to verify that their concerns are included in the Architecture Vision.

¢ B. You recommend that all the stakeholders be identified, and a Communications Plan created to address the most powerful
and influential stakeholders. This plan should include a report that summarizes the key features of the architecture with respect
to each division and reflects the stakeholders' requirements. You will check with each key stakeholder that their concerns are
being addressed. Risk mitigation should be explicitly addressed as a component of the architecture being developed.

e C. Yourecommend creation of a sinple solution concept diagram to show how the stakeholders will be impacted, and the
benefits to the firm. You would also create a benefits diagram showing the various opportunities from adoption of Al-based
solutions. A meeting should be held with the main stakeholders to review the diagrams. They can then decide the priorities and
sequencing decisions for the architecture development. Risk will be evaluated when defining the Architecture Roadmap.

¢ D. Yourecommend that an analysis of the stakeholders is carried out. This will allow the architects to define groups of
stakeholders who have common concerns and include development of a Stakeholder Map. The concerns and relevant views
should then be defined for each group and recorded in the Architecture Vision document. To mitigate risk, you include a



requirement that there be progressive development of the target architecture to ensure there is regular feedback.
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In this scenario you are right at the start of an ADM cycle: a Request for Architecture Work has been approved to investigate Al,
and there are strong stakeholder concerns and risk questions. According to the TOGAF standard, the correct place to start is Phase
A: Architecture Vision, with a strong focus on stakeholder management and capturing their concerns and required views.

Option A is the only answer that correctly reflects this:

Stakeholder analysis & Stakeholder Map (Phase A core task)

TOGAF explicitly states that in Phase A you must:

Identify stakeholders

Analyze and group them by common concerns

Use a Stakeholder Map to understand their influence, interest, and required engagement Determine which views/viewpoints are
needed to address their concerns in the architecture description coe.qualiware.com+1 Option A says:

"analysis of the stakeholders ... define groups of stakeholders who have common concerns and include development of a
Stakeholder Map. The concerns and relevant views should then be defined for each group and recorded in the Architecture Vision
document." This is exactly how TOGAF describes stakeholder management and views in Phase A:

Stakeholder Map to classify and prioritize stakeholders

Concerns and required views captured and traced

These elements feeding into the Architecture Vision deliverable Visual Paradigm TOGAF+1 Concerns, views, and Architecture
Vision TOGAF emphasizes that architecture views are constructed to address specific stakeholder concerns; you do not just build
generic models. opengroup.orgt1 Option A explicitly links concerns — views — Architecture Vision, which aligns with TOGAF
guidance for early phases.

Capturing this in the Architecture Vision provides a high-level, shared understanding of what the Al mitiative is trying to achieve and
how stakeholder issues (e.g., responsible Al risk processes, change in way of working) will be addressed.

Risk management and "architecting with agility"

In the scenario, the CIO has encouraged architecting with agility. TOGAF is compatible with incremental and iterative development
of the target architecture, especially when there is high uncertainty and risk. conexiam.com Option A includes:

"a requirerment that there be progressive development of the target architecture to ensure there is regular feedback." This
"progressive development" and frequent feedback loop is exactly how you mitigate risk in an Al-heavy, change-sensitive initiative:
Frequent stakeholder feedback

Early validation of assumptions

Ability to adjust scope, constraints, and principles as risk and understanding evolve This directly addresses management's worry
about the change in the way of working and whether risk management and responsible Al policies are adequate: these become
explicit stakeholder concerns and requirements that are iteratively refined.

Why the other options are weaker / not TOGAF-aligned as a starting point Option B Focuses mainly on a Communications Plan
and powerful stakeholders.

While TOGAF does expect a stakeholder communications plan, it is derived from a proper stakeholder analysis and Stakeholder
Map, not a substitute for it.

It also treats risk as a "component of the architecture" rather than something to be addressed early through stakeholder concerns,
principles, and iteration.

Option C

Jumps straight to a solution concept diagram and benefits diagram and defers risk evaluation to when the Architecture Roadmap is
defined (Phase E).

In TOGAF, risk and stakeholder concerns must be addressed already in Phase A and refined throughout, not postponed to
roadmap development.

Option D

Proposes creating draft Business, Data, Application, and Technology models and putting them into the Architecture Vision.

This is too detailed for the starting point: Phase A is about high-level vision, not full draft core architecture models (those belong in
Phases B, C, D).

It also doesn't emphasize Stakeholder Mapping and grouping by concerns, which is central to resolving the worries about way of
working, risk, and responsible Al

In summary, Option A is the best and TOGAF-consistent way to begin:

Start in Phase A: Architecture Vision

Perform stakeholder analysis and create a Stakeholder Map

Define stakeholder concerns and relevant views

Record them in the Architecture Vision

Add an explicit requirement for progressive (iterative) development of the target architecture for continuous feedback and risk
mitigation
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