Case Study: Government Ministry — From
Tech Gating to Business Alignment That Sticks

The Situation

A provincial government ministry had a well-established, technology-focused architectural gating
process. However, the process produced few enduring artifacts, making it challenging to link day-to-
day project decisions to the business outcomes leadership prioritized. The lack of durable
documentation meant that while technical standards were upheld, strategic alignment often drifted.

The Stuck Pattern

Projects were consistently evaluated through a technical lens, which created a gap between delivery
activities and business goals. Without lasting artifacts, teams struggled to answer a critical question:
“How does this project support our priorities?”

The process also needed to remain responsive to changing needs without introducing delays in
business case creation. The absence of a clear, business-oriented traceability framework made it
challenging to maintain alignment as projects evolved.

What We Changed

A business-focused decision and traceability layer was introduced to bridge the gap between
technology and strategy, without adding unnecessary bureaucracy. The approach focused on agility,
clarity, and incremental improvement.

Key Actions

e Introduced a lightweight business architecture framework to evaluate and support business case
requests, ensuring alignment with strategic priorities.

e Built the model incrementally, refining it with each new request and strengthening it during
quieter periods.

e Standardized a simple, repeatable method for updating the current-state view as projects were
implemented.

This approach ensured that business alignment became a natural part of the decision-making
process rather than an afterthought.

How It Worked in Practice

The ministry developed a business architecture model that clearly linked projects to key business
objectives. This model provided a shared language for both technical and business teams, enabling
faster, more informed decisions.

By maintaining “just enough” documentation, the process remained efficient and avoided the pitfalls
of heavy governance. The evolving model also revealed opportunities for rationalization — areas
where overlapping or redundant work could be simplified or consolidated.



Results

Projects were consistently traceable to strategic objectives, improving overall alignment.
Business case creation remained timely and had minimal administrative overhead.

The approach proved adaptable, evolving alongside organizational needs.

The ministry identified opportunities for future rationalization, paving the way for more
streamlined operations.

Why It Mattered

This shift transformed the ministry’s approach from simply approving work to approving the right job,
ensuring every project contributed meaningfully to strategic goals. The new model sustained
alignment throughout project lifecycles, reinforcing accountability and clarity across teams.

Lessons Learned

Strategic alignment wins in the long term: Work that cannot be traced to objectives will always
compete for attention and resources.

Just enough beats perfect: The right artifacts accelerate decisions without creating
unnecessary bureaucracy.

Build the model as you go: Incremental updates create a living system that teams can rely on
and continuously improve.

Call to Action

Not sure what's blocking progress in your organization? Start with the Org Index + Roadmap to
uncover alignment gaps and chart a path toward lasting business impact.



