
Architecture Maturity 
Assessment (AMA)

Executive Summary For ACME Retail



The Purpose

Context: Acme Retail is scaling digital 
commerce while reducing run costs by 15%. 

Objectives: Leadership asked for an AMA to 
baseline current capabilities, identify highest-
ROI improvements, and confirm whether to 
formalize Enterprise Architecture.

Scope & period: All business units and 
platforms between Jan-Apr 2024



The Method

Assessment type: Deep Dive

Inputs: 18 interviews (CIO, CISO, Head of Product, 
platform & data leads), 27 artifacts (roadmaps, budget, 
incident reports), DORA & FinOps snapshots.

Scoring model: 1–5 rubric (Initial → Optimized) 
with Current, Target (12–18 months), Gap, and 
Importance.

Constraints/assumptions:



Overall 
Maturity

Overall score (weighted):
2.6 current → 3.6 target

Stage descriptor:
Emerging → Managed

Confidence: High

Trajectory: Improving with recent 
cloud modernization



Heatmap (dimension 
summary)

Dimension Current Target Gap Priority

Business Alignment 2.7 3.6 0.9 High

Cloud & Technology 
Strategy 2.6 3 0.4 Med

Integration & Data 2.1 3.8 1.7 High

Security & 
Compliance 2.5 3.4 0.9 Med

Governance & 
Processes 3.0 3.8 0.8 Med

Tools & Automation 2.3 3.6 1.3 High

People & Skills 2.9 3.7 0.8 High

Technical Debt & 
Sustainability 2.4 3.5 1.1 High

Architecture Quality 
& Adaptability 2.0 3.4 1.4 Med

Value & Cost 
Effectiveness 2.1 3.2 1.1 High



What We 
Learned (Top 
Themes)

❑Strengths (Top 5)

✓executive sponsor engaged; 
✓cloud landing zone solid; 
✓product-led culture emerging; 
✓CI/CD in flagship app; 
✓SOC2 controls largely met.
❑Gaps (Top 5)

➢no enterprise roadmaps/standards; 

➢fragmented data ownership; 

➢manual change mgmt (monthly releases); 

➢limited cost visibility (45% of spend untagged); 

➢high defect rate in legacy apps.



Risks & 
Implications

Time-to-market: Time-to-market 
slowed by cross-team dependencies

Cost-to-serve: cost-to-serve inflated 
by duplicate platforms

Regulatory/operational risk: audit 
risk from exception backlog

Scalability/Resilience: resilience 
concerns for legacy payments service



Recommendations 
& Roadmap 

(Time-phased)

Next 30 days (stabilize & align)

Establish Architecture Council & principles

Publish AMA baseline & KPIs; choose pilot product.

Next 60–90 days (prove & scale)

Ship golden path (service template + IaC + SSO + observability

implement mandatory cost tagging

backlog & timebox top technical-debt items

6–12 months (industrialize)

Consolidate API gateways 

Implement standards compliance checks in CI

Monthly cost & risk reviews with product owners.

Domain data ownership model



EA Eligibility 
Indicator 

(AMA Logic)

Recommendation: Not yet

Why: core foundations < 3.0 across Strategy, Platform, Security; 
Architecture sub-dimensions far from ready

Trigger criteria (guide):

Eligible now if ≥3 of core foundations (Strategy, Platform, Security, 
Delivery) ≥ 3.0 and Architecture sub-scores average ≥ 2.8 with 
executive sponsor named.

Defer if any core foundation < 2.0 or confidence is Low; focus on 
basics first.



KPIs We’ll 
Track 
(Baseline → 
Target)

DORA: Lead Time => 14 days → 3–5 days, 

Deployment Frequency => weekly → daily for top 3 products

Change Failure Rate => 18% -> <10%,  MTTR => 9h -> 2h

Cost: % resources with cost tags => 55% -> 90%, 

unit cost for top services => up-and-down -> steady 
decline

Risk: # critical vulns open >30d:

Dozens -> less than 10 at any given time

Architecture: % build on reference architectures = 
80-90%

% standards-compliant releases => < 20% to > 70%



Next Decisions 
Required 

(By Dates)

Approve: {principles, target architecture, 
funding guardrails} by {date}Approve

Confirm: {scope for 
consolidation/pilots} by {date}Confirm

Assign: {named owners} by {date}Assign
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