Lesson 5 Study Guide - Elements and Layers
The OBASHI Foundation Course
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OBASHI Foundation

Elements and Layers

Welcome to your Study Guide. This document is supplementary to the
information available to you online, and should be used in conjunction with the
videos, quizzes and exercises.
After your subscription to the course has finished online, you will still have the Study Guide to
help you prepare for the OBASHI exam - if you’ve not taken the exam by the time your
subscription expires.
Each Lesson of your course has its own study guide, including a review of the Lesson
information, exercise answers and any additional diagrams or material mentioned. By the end
of the course, you’ll have 11 chapters that build up into the full guide.
This Chapter contains the Study Guide information for Lesson 5 – Elements and Layers.
Use this Study Guide in conjunction with your own notes that you make as you progress
through the course. You may prefer to print it out, or use it on-screen.
After each Lesson, you can consolidate what you have learnt whilst watching the videos and
taking the quizzes by reading through the chapter of the Study Guide.
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Study Guide Icons

You’ll see these icons as you use your Study Guide. Each icon highlights an important piece of
information.

Tip

Definition

This will remind you of something you need to take note of,
or give you some exam guidance.

Key concept or term that you need to understand and
remember.

Role

Job title or responsibility.

Exercise
Solution

Suggested solution to one of the exercises you will complete
throughout the course.

Purpose
or
Objective

For a process or activity
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Elements

Once the layers of the OBASHI diagram have been drawn, elements are added
to them.
These elements are the building blocks of a BIT diagram.
Elements represent an organisation’s assets or resources – whether they are physical or nonphysical. Elements could, for example, be a role, an application, a server or an operating
system.
Your organisation might refer to elements as configuration items, entities, or artefacts.
Elements are drawn onto the BIT diagram as a rectangle. They might be manually hand drawn
or added using a tool. The length of the rectangle will vary as you can see in the diagram below
– depending on how many other elements it links to. Some elements might even be squares,
this is perfectly okay.
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Remember, OBASHI has 6 layers for an element to be placed within – ownership, business
process, application, system, hardware and infrastructure.
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Which layer an element is placed in tells us what type of element it is. Where an element is
placed within a layer also has meaning.
Once an element has been placed within a layer, it becomes associated with it. This means it
has its first relationship. An element in a layer is implicitly associated with that layer.
Elements can be repositioned within a layer, but they cannot be moved to another layer. A
system element can never become a piece of hardware. An application can never become a
business process.
Elements must be contained within their layer and cannot be resized beyond it. If an
application element, for example, was resized so that it overlapped into the business process
layer, it would no longer be clear what type of element it was.
Once an element has been placed on the BIT diagram, it will be given a name. For example,
ownership elements might be named after business departments, such as the sales and finance
departments.
It’s good practice to define a naming convention before starting to create BIT diagrams so that
everyone understands exactly what is meant by a name, and how an element should be named.
One question that is frequently asked is whether an element can exist more than once on the
same BIT diagram. This is acceptable, and is practical for a number of reasons.
Firstly, repeating an element can make a BIT diagram clearer, perhaps by simplifying
connections between elements. Secondly, it can add context to a diagram by establishing
additional relationships. Thirdly, this technique might be used to make the BIT more visually
arresting and underline a point.
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The diagram below shows an example of multiple versions of the same element on one BIT.
Three different business processes are using the SAP element. This could make the diagram
unclear, so SAP is shown as 3 separate elements.
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Element Characteristics
Elements have some specific characteristics.
An element type is dictated by the layer in which it is placed. An element in the application
layer is an application element.
An element cannot be connected to every other type of element – it can only connect to those
in adjacent layers. No element can connect outside of its adjacent layer – so a hardware
element can’t connect to an ownership element.
And finally, elements of the same type can connect together to form a hierarchical structure
within a layer. For example, a hub, a switch and a router might have a hierarchical relationship
within the infrastructure layer.
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The OBASHI Colours
OBASHI defines colours for each element type. Using these standard colours allows OBASHI
diagrams to be easily understood and shared, with everyone having a common understanding.
Sometimes, it will be necessary to add extra colours. For example, the hardware layer may
have two colours of elements. One type of hardware could be owned by the organisation
creating the diagram, the other is leased from a third party supplier.
If extra colours are added, a legend needs to be added to the BIT explaining what they mean
and how they are used.
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Element Placement
The horizontal and vertical alignment of elements has a meaning and helps to define the
dataflow, so their placement is very important.
Elements must be placed precisely in accordance with relationship rules, as this will help to
make the BIT diagram meaningful.
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Layers

Layers are the framework that we organise elements within. Where the
elements are placed provides a visual representation of their relationship with
other elements.
The BIT diagram below shows some of the relationships that are signified by the placement of
elements within a layer. Here, the owner element type has been placed above the process
element. This shows that the business process belongs to or is used by that owner.
The business process is placed above an application, which shows that the process uses that
application.
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Elements can be linked in a number of ways including physical connections and dependencies.
Each element on a BIT diagram can have attributes added to it, and can also be linked to
supporting documentation. This provides context – for example a hardware element type
might have a support contract associated with it.
A business process might have a formal document outlining the process steps, roles and
responsibilities and levels of authority.
Once the BIT diagram has been drawn and the elements have been placed in the layers, the
dataflow is superimposed onto it.
This flow shows which elements support a particular business process or service, as we learnt
when we considered the dataflow analysis view.
A library of BIT diagrams can be built up to give a complete picture of the organisation,
including the people, processes and technology that make it work.
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Key Facts about Elements
Recap: the facts about elements
Remember:







Elements are placed within their own layer, and cannot be resized beyond it
Elements are named according to a defined naming convention
There can be multiple instances of an element in a layer
The colour of the element is important, and non-standard colours need to have a legend
Elements need to be placed precisely, as their horizontal and vertical alignment provides
information about relationships with other elements
Elements can be arranged hierarchically as well as according to spatial relationships

Multiple Occurrences of the same Element
An element can exist on more than one BIT diagram, but it can also be shown more than once
on a single diagram – as you can see here with the SAP, Oracle and Siebel elements.
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This multiple placement makes the diagram easier to use and the data flows easier to map.
These multiple elements refer to the same underlying asset.
Modern business processes and the IT that supports them can be very complex, so this is an
efficient way to model real-world scenarios.
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Ownership Layer

The ownership layer is used to show which person, role or group has the
ownership of the process or processes shown in the business process layer.
By ‘ownership’, we might mean that the person, role or group uses the process or is responsible
for the process.
Ownership type elements are placed above the processes they own or use, to show the
relationship.
OBASHI defines three categories of owner:




Personnel: this could be a person, or a job title or role
Location: this could be an office, a building, or a place name
Organisational unit: this could be a department, group, team or budgetary entity or
cost unit

Exercise – Ownership
This Lesson included an Exercise to look at the ownership layer. If you didn’t have time to
complete the exercise during the Lesson, why not attempt it now?

Exercise
OBASHI helps to identify the owners who are responsible for or use business processes.
Document 5 reasons why this information is useful and important. For example, it might help
us to understand who is affected by the failure of an IT element that supports the process.
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Exercise Solution
Here are some reasons why it’s useful to see who is responsible for or uses a
business process:








Incident management: who needs to be contacted during a failure?
Change management: who needs to have input to the risk and impact
assessment associated with a change?
Stakeholder identification: who are the main process stakeholders?
Locations: what are the key locations associated with the process?
Organisational unit or department: which team works with the process?
Communication: who needs to be communicated with, how and when?
Organisational context: how do the process owners fit into the
organisational chart?

All of these areas can be used to make sure the process is properly managed.
Talking to the right people at the right time and making sure no one is missed
out will solve many business issues!
Remember, if you found this exercise challenging, you can contact your tutor at
any time.
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Within the ownership layer, the elements can be stacked to create a hierarchy – as you can see
in the diagram below. Jane Smith has overall accountability for the business processes
underneath these elements.
This includes 2 locations – data centre 1 and London, and 2 organisational units – Accounts and
logistics. Accounts is sub-divided further into the CAPEX and OPEX units.
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The way these elements are placed has a specific meaning and helps to provide context to the
BIT diagram. Using the structure it is easy, for example, to show organisational reporting
structures and levels of management.
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Business Process Layer

Underneath the ownership layer is the business process layer. This is where the
business processes or functions used by the owners are placed.
Each business process is placed underneath its owner – for example the payroll and financial
reporting processes might be placed under the Finance Director.
Defining exactly what we mean by a business process or function can be challenging.
Definitions need to be agreed at the start of the OBASHI project to make sure the scope of the
BIT diagrams is correct.
Business analysis defines a business function or business process as “a set of logically related
activities which create a definable result when performed together”.
Business processes often break down into other smaller or sub-processes. For example, payroll
might break down into time recording, time validation, salary transfer and reconciliation
processes.

Hint
Remember the third rule of Digital Dynamics: A digital flow can
consist of one or more digital flows.
A high level business process will be broken down into other, smaller
business processes. This breakdown will continue to the level required
to support the OBASHI project.
The lowest level of breakdown will be the smallest tasks which produce
a definable result for the business process when performed. Beyond
this level, the process does not need to be broken down any further.
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The tasks that a process is broken into form a set of workflows. When the workflows are
carried out, they deliver the end to end business process.
The business process elements on the BIT diagram can be high level processes or low level
tasks. A number of business process elements can be placed in a hierarchy – for example to
show how a high level process is made up of lower level processes.
You can see an example of this below – the accounting process includes invoicing and payroll,
and invoicing includes invoices received and generated. Accounting is the higher level process
– the element is stretched and resized to show that it has a relationship with the other
elements.
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In this way, OBASHI shows the business process and the activities that fulfil it. Processes can be
modelled to sub-process level and all the way down to individual tasks.
Trying to put too much information on one BIT diagram can defeat the purpose and lead to
confusion. A good practice approach for complex business processes is to create a high level
BIT diagram for the business process, and then lower level BIT diagrams that show the lower
level processes and workflows.
This decomposes the process, allowing the right level of detail to be shown to the right
audience.
Element sizing is useful when adding elements to the business process layer. In the diagram
above, Accounting is a high level process – we can see this because it is wider to cover the
elements underneath it.
Higher level elements will have broader definitions.
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Lower level elements such as invoices received and generated have a narrower scope. This can
be seen visually on the BIT as the element is drawn as a narrower shape.
These visual clues add granularity to the diagram. The more granular detail we have, the more
business context we have and the better any decisions based on the BIT diagram will be.
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Application Layer

The application layer sits beneath the business process layer.
Most business processes in a modern organisation rely on applications to generate, record,
store and access information.
The application layer includes elements that represent software applications or defined parts of
software applications.
For a large enterprise resource planning (ERP) application, it will be useful to have elements for
areas of functionality such as human resources and management accounting, rather than a
single element that represents the whole ERP system.
This could also be represented by a hierarchy of elements.
Application elements sit beneath the business processes they support.
By adding the elements to the application layer, an organisation creates an application
portfolio, showing all of the applications in use.
These applications can be linked to their stakeholders, and information can be extracted for
reporting and license management.
Any redundant applications can be identified and removed, leading to cost savings and a less
complicated estate to support.
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Systems Layer

The systems layer is used to represent operating systems.
These elements are shown above the hardware they are installed on, and below the
applications they support
OBASHI distinguishes between applications and operating systems. This allows organisations to
quickly and easily analyse their OS deployment and licensing position.
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Hardware Layer

Beneath the operating system layer is the hardware layer.
The elements here represent the hardware that the operating systems run on.
For example, an operating system element might be placed above a server element, showing
the relationship between them.
Hardware may also include non-network items like printers.
By populating the hardware layer, an organisation creates an asset register of items. This will
have links to IT service management processes like asset and configuration management.
Hardware items can be physical or logical. A logical item could, for example, be a virtual server.
A hardware element might represent a single item like a printer, or a group of items like a blade
server. The blade server has multiple blades which can be shown as separate elements or
grouped together.
OBASHI provides a way of documenting this that shows each blade is separate and redundant –
as you can see below:
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Infrastructure Layer

The bottom layer of the BIT diagram is the infrastructure layer.
This layer shows the network infrastructure elements, with elements placed beneath the
hardware elements they are related to.
Infrastructure hierarchies are created (for example a router and a switch) by placing
infrastructure elements on top of or beneath each other.
OBASHI creates flexible BIT diagrams that can be used to map any network design or
configuration.
Populating the infrastructure layer creates an asset register of all the network equipment in the
organisation.
Failure of a network element can have a critical impact on a business process, so accurate
mapping at this level is very important. Vulnerable elements can be identified in the dataflow
analysis view, and cost justified decisions can be made about implementing redundancy.
Many organisations use network equipment from a number of proprietary manufacturers.
Colours can be added to the infrastructure layer to show which manufacture each element is
linked to – but remember you will need to add a legend as well to explain what the colours
mean.
The infrastructure layer can be used to map the impact of downtime, and can also highlight
potential security issues.
Common infrastructure elements include switches, routers, bridges and hubs. Wireless
network equipment and modems would also be classed as infrastructure elements from an
OBASHI perspective.
If there is any confusion about which layer a piece of equipment should sit within, the
organisation needs to make a decision, then document it and communicate it to all
stakeholders involved in the OBASHI project.
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Exercise – Example Elements
This Lesson included an Exercise to look at examples of elements for each layer. If you didn’t
have time to complete the exercise during the Lesson, why not attempt it now?

Exercise
The OBASHI layers are ownership, business process, application, system, hardware, and
infrastructure.
Give 5 examples of elements for each layer.

Exercise Solution
Ownership






Head of Sales
Chicago Office
Data Centre One
Accounting
Finance

Business Process






Order fulfilment
Stock checking
Invoice generation
Credit control
Quality control

Application






Finance application
Sales application
Order handling application
Customer management application
Stock control application

(real world examples include Oracle, SAP, Sage)
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System






Vista
Unix
XP
Windows Server
MVS

Hardware






Server
Mainframe
Printer
PC
Cluster

Infrastructure






Switch
Router
Chassis
Hub
Backbone

Remember, if you found this exercise challenging, you can contact your tutor at
any time.
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