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1. Introduction 
 
Over the last few years specific task forces and expert groups have converged on the need to adopt 
a Business Architecture (BA) Model, considered as a key tool for implementing standardisation and 
modernisation.  
In more detail, at the international level, the UNECE High-Level Group for Modernisation of 
Statistical Production and Services 1 , the Statistical Network 2 , the Eurostat Sponsorship for 
Standardisation3 and the ESSnet on Standardisation4 worked and produced convergent proposals of 
a BA Model to be endorsed and adopted by the Official Statistics Community.  
Within this framework, some specific projects dealing with standardisation and industrialisation can 
be identified: the Business Architecture Project Team of the Statistical Network5, the Common 
Statistical Production Architecture (CSPA) of the UNECE High-Level Group, the ESS Architecture Task 
Force. 
In addition, several Official Statistical Institutions/Organisations are currently facing internal 
commitments towards modernisation and standardisation of their work processes, often deciding to 
make use of a shared BA Model (e.g. the Italian National Institute of Statistics – Istat). 
 
As a consequence of the above activities, it is possible now to refer to an established BA Model that 
can be considered as a candidate to be adopted by both international/European Statistical 
Organisations and National Statistical Institutes (NSIs). A preliminary version of this BA Model was 
also endorsed by the ESSnet on Standardisation (see SGA-1). 
 
From SGA-1 to SGA-2, this BA Model was further refined and enriched by: 

- releasing the final version of the BA business lines; 
- defining the activities within the BA business lines;  
- aligning all the defined activities with phases and sub-processes of the Generic Statistical 

Business Process Model – GSBPM 5.0; 
- releasing the final version of decision and design principles to guide standardisation.  

 
Finally, the resulting BA Model is: 

- consistent with current actions carried out at the international and European level (SN BA 
Project; CSPA; ESS Vision 2020); 

- aligned both with organisational frameworks adopted by mature industries (Service 
Oriented Architecture – SOA) and with statistical standards (GSBPM; Generic Statistical 
Information Model – GSIM); 

- cost-efficient (based on re-use of data, methods, processes and tools). 
 
 

2. Scope and objectives of this deliverable  
 
This document provides general guidelines and recommendations on how NSIs should use the 
reference Business Architecture Model and make it operational by considering its twofold role 
played in the standardisation and modernisation processes. 
 

                                                             
1 http://www1.unece.org/stat/platform/display/hlgbas/High-Level+Group+for+the+Modernisation+of+Statistical+Production+and+Services. 
2 http://www1.unece.org/stat/platform/display/msis/Statistical+Network. 
3 http://www.cros-portal.eu/content/ess-standardisation. 
4 http://www.cros-portal.eu/content/standardisation. 
5 It includes a number of important Statistical Institutes (such as Australia, Canada, Italy, New Zealand, Norway, United 
Kingdom) and works on the definition of a common model for the official statistical community  
(http://www1.unece.org/stat/platform/display/statnet/Business+Architecture+Project). 
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On the one hand, the BA Model fosters and orientates the activities required to pass from the as is 
to the to be situation that is finalised towards modernisation and standardisation, both from an 
organisational and a production-related point of view. 
On the other hand, each activity included in the different BA business lines naturally points to 
standards which should be used to facilitate the process of transition to modernisation. As drivers to 
the acquisition of such standards, analyses of each activity are strongly recommended and should 
represent the basis to identify existing standards to be used as well as areas where new standards 
need to be developed. 
 
Before entering in a detailed description of the aforementioned possible uses of the BA Model, it is 
important to briefly recall its agreed definition (see also SGA-1).  
 
The BA Model is the conceptual and strategic part of Enterprise Architecture (EA) and drives the 
overall EA layers within an NSI: (i) Business Architecture; (ii) Application Architecture; (iii) 
Information Architecture; (iv) Technology Architecture.  
It covers all the activities undertaken to produce statistical outputs, including the conceptualisation, 
design, building and maintenance of information and application assets.  
It is a reference model to optimise processes within an Institution/Organisation and make them 
more efficient. It covers both statistical activities and strategic organisational tasks and capabilities.  
It makes use of a generic Activity Model (composed of four BA business lines and their inner 
activities), of a BA process flow, of a set of principles and of common and shared infrastructures. 
 
 

3. BA business lines and activities and their role in the standardisation 
process 
 
Following the BA Model, it is strongly recommended to group the activities within each NSI into four 
business lines (level 1)6 that constitute the BA Activity Model (see Figure 1): 
 

- Strategy; 
- Corporate Support; 
- Capability; 
- Production. 

                                                             
6 Between SGA-1 and SGA-2 there have been a few changes: the BA business lines used to be six; modifications in their 
structure suggested also by this ESSnet on Standardisation resulted in the present reduction in their number.  
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Figure 1 – Business Architecture Activity Model (level 1, 2 and 3) 

 
Source: Statistical Network Business Architecture Project Team, 2014. 
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These BA business lines are homogeneous areas with regard to the aim of the specific activities 
carried out within them and to the nature of the information processed and/or services used: 
 

- they are defined in order to guarantee independence from the Institute’s current 
organisational structure, so as to ensure stability concerning any future reorganisation; 

- they facilitate NSIs to refer to a unique organisational model at the enterprise level, 
overcoming their internal tendency to replication/duplication; 

- they enhance harmonisation and standardisation against stovepipe models characterised by 
strong heterogeneity (of procedural, methodological and technological approaches), lack of 
standards and redundancy of data and applications. 

 
As a consequence, a homogenous framework of the overall processes characterising NSIs is now 
identified and delineated. It is advisable to foster its adoption and let it become a standard itself, 
which in its turn can also facilitate the implementation of standards. This framework should be used 
internally and at the same time shared externally with other Institutes.  
Every activity within this framework should be carried out using existing standards (processes, tools, 
methods, software, etc.) available at the NSI level or outside, or newly developed as future 
standards which can be easily reused in different contexts.  
 
In the following paragraphs the BA business lines are briefly described7 taking into account how they 
fit within the standardisation process. 
 
3.1 Strategy 
The business line Strategy consists of the high-level strategic activities that enable NSIs to deliver the 
products and services needed by governments and communities nationally and internationally. 
These activities influence, shape and drive future directions and investments through the 
development and consideration of high-level strategies to advance statistical capabilities and the 
statistical portfolio. The specific activities of this business line are divided in three main groups (level 
2): Position, Govern and  Influence and collaborate. The list of the single activities is included in 
Figure 2 (level 3). 
 
Figure 2 – Strategy business line and its specific activities  

 
Source: Statistical Network Business Architecture Project Team, 2014. 
 
 

                                                             
7 Definitions and general descriptions of the BA business lines have been agreed and endorsed within the Statistical 
Network Business Architecture Project Team (May, 2014); this ESSnet on Standardisation also contributed to their 
development and improvement. They represent a reference also for CSPA (UNECE High-Level Group) and the ESS 
Architecture Task Force. 



7 
 

Strategy is aligned with the following GSBPM 5.0 overarching processes: Strategic planning; Project 
management; Statistical programme management; Legal framework management; Financial 
management; Human resources management; Quality management.  
 
From the above content description, it emerges that this business line brings the relevance of 
standards at the strategic level of an NSI. For example within Govern, the activity Prioritise the 
statistical portfolio involves giving more or less importance to projects on which to invest on the 
basis of their use of standards or of their being standards themselves, among other characteristics 
and needs. The same applies to the activity Prioritise the capability portfolio: since capability 
elements enable each activity, a subgroup of these elements needs to be composed of standards. 
 
3.2 Corporate Support 
The business line Corporate Support covers the cross-cutting, non-statistical functions required by 
the organisation to deliver its work programme efficiently and effectively. The specific activities of 
this business line are grouped into (level 2): Manage business and performance, Manage finances, 
Manage human resources, Manage IT, Manage information and knowledge, Manage consumers and 
suppliers. The list of the single activities is included in Figure 3 (level 3). 
 
Figure 3 – Corporate Support business line and its specific activities  

 
Source: Statistical Network Business Architecture Project Team, 2014. 
 
Corporate Support activities are aligned with the following GSBPM 5.0 overarching processes: 
Financial management; Organisational framework management; Human resources management; 
Provider management; Legal framework management. In addition, they are also compliant to the 
GSBPM 5.0 Sub-process Manage user support (7.5) of the Phase Disseminate.  
 
Activities included in this business line should make use of industrial standards common to general 
support services across organisations. 
 
3.3 Capability 
The business line Capability supports the successful development and management of the 
capabilities (covering methods, processes, standards and frameworks, IT systems and people skills) 
that underpin an organisation’s ability to conduct its business. This business line also strongly 
promotes the reuse and sharing of infrastructures (statistical and technical), facilitating 
harmonisation and coherence of statistical outputs. 
The specific activities of this business line are grouped into (level 2): Plan capability improvements, 
Develop capability improvements, Manage capabilities, Support capability implementation. The list 
of the single activities is included in Figure 4 (level 3). 
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Figure 4 – Capability business line and its specific activities  

 
Source: Statistical Network Business Architecture Project Team, 2014. 
 
Capability activities are aligned with the following GSBPM 5.0 overarching processes: Human 
resources management; Data management; Metadata management; Quality management; 
Statistical framework management. In addition, they are also compliant to the GSBPM 5.0 Phase 
Build, Sub-processes Build collection instrument (3.1); Build or enhance process components (3.2); 
Build or enhance dissemination components (3.3).  
 
The business line Capability focuses on the life cycle of the capabilities that are the 
components/elements which enable and operationalise all the BA Model activities, such as methods, 
processes, standards and frameworks, IT systems and people skills. What is important to note is that 
a subgroup of these capabilities are existing or potential standards, with their own life cycle8 which 
can also be mapped within this business line.  
New capabilities should also be developed when needed, but only if existing ones are not sufficient 
or out of date, keeping in mind that they should be reusable and eventually should become 
standards. The reuse of such capabilities is facilitated by shared infrastructures (repositories) that 
represent a significant feature of the BA Model, ensuring the efficiency and efficacy of the overall 
process. Some examples of these are: the Repository of human resources competencies, the 
Repository of data and metadata, the Repository of standard methods and guidelines, the Repository 
of tools and applications.  
 
3.4 Production 
The business line Production covers all steps necessary to manage, design and implement statistical 
production cycles or projects, including surveys, collections based on data from administrative or 
other sources, account compilations and data modelling. It delivers the outputs approved under 
Strategy, utilising the capabilities and resources built and managed under Capability and Corporate 
Support. 
Compared to the other business lines, Production has an extra level 2 grouping of activities. It is 
firstly divided into three main groups (level 2.1): Develop, Implement and Manage. Activities are 
then grouped at level 2.2 into Specify needs, Design, Build (within Develop); Collect, Process, 
Analyse, Disseminate (within Implement); and Plan, Monitor, Adjust (within Manage). The list of the 
single activities is included in Figure 5 (level 3). 
 
 
 
 
 

                                                             
8 See ESSnet on Standardisation Work Package 2: Standardisation process. 
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Figure 5 – Production business line and its specific activities  

 
Source: Statistical Network Business Architecture Project Team, 2014. 
 
Production activities in Develop are aligned with all the GSBPM 5.0 Sub-process within the Phases 
Specify needs, Design and Build (with the exception of the Sub-processes from 3.1 to 3.3, covered in 
the business line Capability). Implement is aligned with all the Sub-processes within the Phases 
Collect, Process, Analyse, Disseminate (with the exception of the Sub-process 7.5, covered in the 
business line Corporate Support). Finally, Manage is compliant to the GSBPM 5.0 overarching 
processes Quality management and Metadata management, as well as to the Phase Evaluate with all 
its Sub-processes. 
 
In this business line each single activity represents a phase of the Production process in which 
standards should be applied, in terms of methods, classifications, software, tools, etc. 
 
 

4. BA Model process flow to enhance standardisation  
 
On the basis of the above, organising all the BA business lines together with their related activities in 
a generic and standardised flow of processes interacting with each other is an important additional 
factor for developing/improving, adopting and making use of standards.  
 
As an additional result of this ESSnet SGA-2 commitments, the conceptual scheme illustrated in 
Figure 6 has been produced using Archimate modelling structures9.  
It shows the overall framework and the iterative nature of the flow that is based on the reuse of the 
different processes.  
In this simplified scheme all the BA business lines are shown with all their inner groupings of 
activities (levels 1 and 2); only a few single specific activities are included (level 3). 
 
The process starts with an analysis of the information needs that come directly from stakeholders 
and other users. This generates a business case to be evaluated within Strategy so as to decide 
whether and how to modify the current statistical portfolio.  
At this stage Corporate Support and Capability activities are organised in order to guarantee the 
setup of all the necessary services.  
 

                                                             
9  See http://www.opengroup.org/archimate/ and http://www.archimatetool.com/. This BA process flow conceptual 
scheme is also useful for communication purposes. 
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Figure 6 – The Business Architecture process flow conceptual scheme  
 

 
Source: ESSnet on Standardisation – SGA-2, 2015. 
 
The whole process is both output and metadata driven: it is defined starting from the required 
product and goes backwards; it ends with providing information and results to stakeholders and 
users.  
 
 

5. The impact of the BA principles on mainstreaming standardisation  
 
The strong link between the BA Model and the standardisation process is emphasised also in the 
principles that characterise the BA Model10.  
Briefly recalling them, there are: 

- 7 decision principles which guide the activities of strategic planning; 
- 9 design principles which guide the design of production processes. 

 
As can be seen from Table 1, which describes each principle and its impact on standardisation, most 
principles do have some influence on the standardisation process – some of them very strong. 
The most relevant impact of the BA principles on the overall standardisation process is related on 
the one hand to the emphasis on the reuse of data, metadata, methods, tools and applications, 
based on interoperability and a Service Oriented Architecture (SOA).  

                                                             
10 See ESSnet on Standardisation SGA-1: Work Package 2, Deliverable 3, http://cros-portal.eu/content/standardisation. 
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On the other hand to the industrialisation of the statistical processes, based on the integration of 
processes as opposed to a stovepipe model.  
 
 
Table 1 – Impact of Business Architecture Principles on the Standardisation Process 
 
BA Decision principles 
Principle Description Impact on 

standardisation 
Rationale 

1 Capitalise on and 
influence 
national and 
international 
developments 

Collaborate nationally and 
internationally to leverage and 
influence statistical and technological 
developments which support the 
development of shared statistical 
services. 

High This principle influences, albeit 
indirectly, the development of 
statistical services sharable 
among different official 
statistical entities. These 
services are natural candidates 
to be considered as standards, 
if they are designed  and 
developed taking into account 
efficiency and quality 
requirements. 

2 Deliver 
enterprise-wide 
benefits 

Design and implement new or 
improved statistical business 
processes in a way that maximises 
their value at an enterprise level. 

Medium This principle has an indirect 
impact on standardisation, as 
statistical business processes 
can be improved at a 
maximum extent by making 
use of cost-minimising and 
high quality standards. 

3 Increase the 
value of 
statistical assets 

Add value to the organisation 
statistical assets (either directly or 
indirectly) through improved 
accessibility and clarity, relevance, 
coherence and comparability, 
timeliness and punctuality, accuracy 
and reliability, and interpretability. 

Medium Same as for the previous 
principle: maximum quality 
levels can be reached for all 
dimensions of quality by 
adopting high quality 
standards. 

4 Maintain 
community trust 
and information 
security 

Conduct all levels of business in a 
manner which builds the community 
trust. This includes the community 
trust and confidence in the statistical 
organisation decision making and 
practices and in their ability to 
preserve the integrity, quality, security 
and confidentiality of information 
provided. 

Low This principle, although 
important, has no direct 
impact on standardisation. 

5 Maximise the use 
of existing data/ 
Minimise 
respondent 
burden 

Leverage existing data from all sources 
(e.g. statistical surveys or 
administrative records) before 
collecting it again. Statistical 
organisations are to choose the source 
considering quality, timeliness, cost 
and the burden on respondents. 
Statistical authorities monitor the 
respondent burden, and aim to reduce 
this over time. 

Low The principle of reuse of 
available sources of data has 
no direct impact on 
standardisation. 
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6 Sustain and grow 
the business 

Focus investment and planning on 
long term sustainability and growth, 
both in terms of the organisational 
role and position within its own 
community, as well as internationally. 

Medium The adoption of standards has 
the natural consequence of 
greater sustainability, since in 
general it ensures a reduction 
in costs.  

7 Take a holistic 
and integrated 
view 

Ensure data, skills, knowledge, 
methods, processes, standards, 
frameworks, systems and other 
resources are consistent, reusable and 
interoperable across multiple business 
lines within a statistical organisation. 
 

Very high The maximisation of usability 
of available capabilities (of 
which standards are an 
important subset) promotes 
and facilitates their 
implementation in production 
processes. 

 
 

BA Design Principles 
Principle Description Impact on 

standardisation 
Rationale 

1 Consider all 
capability 
elements 

Consider all capability elements (e.g. 
methods, standards, processes, skills, 
and IT) to ensure the end result is well-
integrated, measurable, and 
operationally effective. 

High The consideration of all 
capability elements, giving high 
priority to standards, naturally 
promotes their introduction in 
production processes. 

2 Reuse existing 
before designing 
new 

Reuse and leverage existing data, 
metadata, products and capability 
elements wherever possible before 
designing new. 

Low/medium This principle has a limited, 
though not negligible, impact 
on standardisation, if existing 
data, metadata and products to 
be re-used have been 
produced by making use of 
standards. In any case it 
reduces unnecessary 
variability. 

3 Design new for 
reuse and easy 
assembly 

Design, harmonise and standardise all 
new data, metadata, products and 
capability elements for re-use, so they 
can be easily assembled and modified 
to accommodate changing user 
demands. 

Very high Implicit in the definition. 

4 Processes are 
metadata driven 

Ensure that design, composition, 
operation and management of 
business processes, including all input 
and output interactions, are driven via 
standard metadata and automated 
wherever possible. 

Medium/high This principle implies the 
standardisation of metadata. 

5 Adopt available 
standards 

Adopt open, industry recognised, and 
international standards where 
relevant and available. Statistical 
industry standards such as the Generic 
Statistics Business Process Model 
(GSBPM) and the Generic Statistical 
Information Model (GSIM) are 
examples.  

Very high Implicit in the definition. 



13 
 

6 Designs are 
output driven 

Ensure the whole statistical process is 
output-driven. Output is the reference 
starting point; the statistical 
production process starts from the 
output desired, that is from required 
products, and goes backwards, 
defining the various aspects of the 
process.  

Low This principle, although very 
relevant, has no direct 
influence on standardisation. 

7 Enable 
discoverability 
and accessibility 

Ensure data, metadata, products and 
capability elements are discoverable 
and accessible to achieve the benefits 
from sharing and reuse. 

High Same as for principle 1. 

8 Ensure 
continuous 
quality 
improvement 

Evaluate and document quality at all 
stages of the statistical production 
process. This is to be defined and 
planned during design or redesign, 
monitored and assessed in each phase 
of GSBPM and in connection with 
intermediate and final data releases. 

Low/medium The continuous monitoring of 
quality can indirectly promote 
the use of standards, whenever 
this can individuate low quality 
situations requiring re-design 
and innovation. 

9 Foster 
industrialisation 
of statistical 
processes 

Ensure the independence between 
design and implementation, thus 
promoting the industrialisation of 
statistical processes. The assumption 
of an industrialised process is that it 
can be realised by agents other than 
those who have designed it. 

Medium People directly responsible for 
processes are in general more 
conservative than outside 
people, who are expert in 
design and optimisation and 
fully aware of innovative 
solutions. This separation can 
indirectly promote and 
facilitate the introduction of 
standards in processes. 

 
 
 

6. Suggestions for future developments  
 
The complete BA Model with all its components currently represents a focus of interest at different 
levels. 
 
At the NSI level many countries are considering  adopting it in order to operationalise the ongoing 
internal modernisation and standardisation processes.  
The Italian National Institute of Statistics (Istat), for example, is basing its Modernisation Project 
(started in 2010, enhanced and accelerated from June 2014) on the BA Model in order to achieve 
both relevant production process and organisational changes.  
 
At the international level, the UNECE High-Level Group for Modernisation of Statistical Production 
and Services is strongly promoting a standard framework to be shared among countries starting 
from the BA Activity Model itself. This standard proposal is currently referred to as Generic Activity 
Model for Statistical Organisations (GAMSO). It contains some differences with respect to the BA 
Activity Model; after a first phase in which countries will try to make GAMSO operational, a revised 
version will be released  taking into account all feedback and comments. 
 
Eurostat is also working on an Enterprise Architecture Reference Framework (EARF, within the ESS 
Architecture Task Force) in which the BA Activity Model plays an important role. 
A Capability Model is under discussion here and at the moment several aspects need to be further 
clarified in order to avoid the risk of a proliferation of different models. 
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In this context, of course, this ESSnet on Standardisation can play a central and strategic role in 
promoting common and shared infrastructures enabling higher cooperation levels and a reliable and 
effective communication system. 
 
In order to summarise the indications given in the previous paragraphs, it is possible to indicate the 
following guidelines and recommendations:  
 

- the adoption of a shared Business Architecture is strongly recommended as it defines clearly 
the to be situation, characterised by a high standardisation of processes: this allows  a path 
to be outlined, in order to pass from the as is to the to be situation (a real road map for 
standardisation); 

 
- the BA Model should include a BA Activity Model that allows  clear identification of common 

activities: existing or potential standards should be referred to each one of them; 
 

- the BA Activity Model should be used both internally and at the international level, in order 
to share standards (methods, tools, processes, software etc.) or to develop them in a joint 
effort; 

 
- the business line Strategy includes activities such as portfolio management of statistical 

projects that deals with the selection of projects. Choices regarding the selection, and also 
priority to be given to the different projects, should be guided also by the use that such 
projects make of standards or by the fact that they are standards themselves. It refers also 
to portfolio management of both standards and other capabilities: this is a crucial activity in 
order to optimise the effort towards standardisation.  
 

- in the business line Corporate Support, industrial standards should be adopted in order to 
optimise non-statistical activities too; 
 

- in the business line Capability, the life cycle of capabilities (plan improvements, develop, 
manage, support) should be mapped and made coherent with the life cycle of standards, 
which are a subset of the capability elements/components; 
 

- in the business line Production, existing standards should be applied for each activity and if 
necessary new ones should be planned, developed and shared; 
 

- the BA process flow and principles should be adopted and followed as fundamental 
components of the whole BA Model, in order to foster and facilitate standardisation. 
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