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MSF and Enterprise Architecture

Overview

During the last 20 years, organizations worldwide have spent billions of dollars and expended centuries of human effort on information technology (IT). The results delivered by a majority of these IT projects are less than expected—and in many instances significantly less than needed. This occurs in spite of the increased technical understanding of business managers, business process reengineering or other organizational “fixes,” or implementation of the latest technology (Source: Standish Group Report, 1995).
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IT Project Success

Even with increasing attention given to improving business performance and the value and influence of IT, few truly productive solutions have been provided. As part of our ongoing work on the Microsoft Solutions Framework (MSF), we have found that good IT answers to business problems do exist. To find them, however, we have to be sure we are answering the right questions. We must examine root causes of IT difficulties in solving business problems, not just symptoms. And, we must challenge prevailing conventional wisdom that has failed to prove its worth, while preserving those principles and processes that do provide value.

MSF distills key concepts, high-value practices, and lessons that Microsoft has learned about enterprise architecture, applied and proven in technology engagements around the world. It uses this foundation to build a core set of principles and techniques. These essentials illustrate how to establish an enterprise architecture that provides clear value to the organization.

It emphasizes a holistic framework of people, process, and technology intensely focused on achieving business goals and objectives. By concentrating on the essentials, this approach endeavors to provide results that can be implemented effectively, while minimizing artificial or non-value-added complexity. By using this approach, an organization can establish an enterprise architecture that directly supports the business of the enterprise with specific achievable improvements through versioned releases of the architecture.

Microsoft recognizes that running a successful IT organization requires using the right technologies coupled with the ability to effectively apply those technologies. Through MSF, Microsoft is committed to providing information across the full IT life cycle of plan-build-manage that forms the backbone of the successful IT organization.

Target Audience 

This white paper is designed for two primary audiences:

CIOs and upper IT and business managers responsible for creating and maintaining application system functionality that is highly responsive to business needs and the complex IT infrastructure those applications require. To maintain a leadership position, this group must:  

Expend significant effort to continually develop expertise in existing and new technologies.

Serve as business and industry experts charged with making rational decisions for applying technology to the needs of the business. 

Project team leads playing a significant role in developing any enterprise architecture. This group is tasked with the physical realization of the enterprise architecture that actually moves the organization’s IT practices and implementations to the next level. Individual project teams provide feedback and have the real-world perspective and experience necessary to keep an enterprise architecture useful and purposeful. Therefore, team leads should also be familiar with enterprise architecture essentials.

Additional MSF Material To Deepen Your Understanding of EAE

Familiarity with other MSF material such as the team and process models is helpful in understanding Enterprise Architecture Essentials (EAE) and the relationship between the enterprise architecture and individual application development projects. The enterprise architecture also has relationships with infrastructure deployment projects and ongoing operations in the IT organizations. Initiatives such as total cost of ownership (TCO) also influence and are influenced in turn by the enterprise architecture.

For more detailed information on the team, process, or other MSF models, refer to MSF on the Enterprise Services home page of the main Microsoft Web site (http://www.microsoft.com/business/services/mcsmsf.asp) or on the MSF Community Web Site (http://www.msf.microsoft.com). Information is also available from your local MCS office (http://www.microsoft.com/MSConsult/MCSaddr.htm).

The Stage for IT in the Business Environment 

The Challenge of the IT Environment

Today’s business environment is characterized by numerous challenges: 

Rapidly changing domestic and global market conditions. 

The need to understand an increasingly complex technology environment to remain competitive. 

Increasingly diverse and complex products and services.

Shorter product cycles and faster times to market.

Expanded and more complex alliances with business partners.

This business climate requires organizations to anticipate and proactively respond to the trends and opportunities in their respective industries and markets. To adapt to these changing conditions, organizations are: 

Streamlining business processes.

Flattening organizational hierarchies.

Introducing complex technologies at a rapid rate.

As the pace of change accelerates, information systems must quickly adapt and be flexible enough to support these operational changes in the business.
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Consider what’s expected of the typical IT organization in this new and rapidly changing environment: 

They must be specific and totally focused on the needs of end users while maintaining concentration on the business vision.

They must be flexible enough to accommodate a constantly shifting technology landscape while under pressure for “better, faster, cheaper—now!”

Although each organization has its own IT issues to contend with, a 1996 survey conducted by Computer Sciences Corp. identified the top IT management issues that confront nearly every organization:

1. Aligning IT and corporate goals

2. Organizing and using data

3. Instituting cross-functional information systems

4. Using IT for competitive breakthroughs

5. Integrating systems

6. Capitalizing on advances in IT

7. Connecting to customers or suppliers

8. Updating obsolete systems

9. Creating an information architecture

10.  Implementing business reengineering

The challenge to most organizations is to quickly and incrementally respond to business needs while maintaining relatively low costs. Whether an organization is trying to establish competitive advantage by beating a competitor to market, increasing service levels and responsiveness to customer needs, or delivering a less expensive product while still maintaining quality, IT plays a vital role. Key organizational functions such as product development, marketing, manufacturing, finance, and sales all require information technology as an underlying foundation. They also require IT to seamlessly integrate and cooperate across the organization’s functional or operational boundaries.

This business and technology environment drives a consistent set of key concerns for senior IT professionals:

Deliver business value. Tightly align IT to business objectives.

Control costs. Squeeze every ounce of leverage from existing IT investments and make the right future investments.

Sense and respond. Improve the cross-functional capabilities of the organization and extend those capabilities outside the organization to reach customers, suppliers, and stakeholders more effectively.

The Response

Technology implementation can either accelerate or impede an organization’s ability to adapt to changing business conditions. Today’s IT solutions must fully meet business requirements while having an underlying design that is sufficiently flexible to integrate new and emerging technologies without compromising the functionality and daily operations of the existing enterprise architecture. Microsoft’s approach to enterprise architecture:

Places first priority on addressing business needs.

Provides a technical solution that focuses on making the simple things easy and the hard things possible and cost-effective, while delivering the flexibility required to adapt to the natural evolution of technology and business.

This approach is both proactive and value added in creating a stronger framework for aligning IT strategy and day-to-day activities with the overall business strategy. The EAE approach creates a viable plan for building application systems and infrastructure that further the business mission and are ultimately deliverable by real people. 

All activities undertaken by IT units should focus on assisting ongoing business operations or capitalizing on new business opportunities. IT activities should never hinder or impede business operations.

IT units must learn to proactively recognize technologies that offer capabilities that can lead to improvements in the organization’s strategic focus by enabling new products and services or redesigned business processes. IT units must also learn to effectively communicate the implications of adopting such technologies and be prepared to defend their decisions or recommendations from a business as well as a technology context.

A key factor in achieving these goals is to establish a comprehensive, high-level enterprise architecture. The enterprise architecture provides the framework for an ongoing process of discovery and refinement, which is implemented in a series of projects to arrive at a desired future state for the entire organization’s IT infrastructure and application systems.

Microsoft bases its EAE approach on key techniques and principles that have a record of success. These techniques and perspectives come from Microsoft field personnel and Microsoft’s internal ITG organization, which have successfully established enterprise architectures in organizations throughout the world.

MSF Enterprise Architecture Essentials

Enterprise Architecture and Urban Planning 

Enterprise architecture is most easily explained within a context of architecture itself. The following dictionary definitions of architecture and architects provide some insight into enterprise architecture:

Architecture. (1) The art or science of building. (2) A unifying or coherent form or structure. (3) A method or style of building. (4) The manner in which components of a system are organized and integrated.

Architect. (1) A master builder. (2) A person who designs buildings and advises in their construction. (3) A person who designs and guides a plan or undertaking.

Architectural. (1) Having an organized or unified structure.

The collection of projects within an enterprise requires organization and structure to ensure that they integrate seamlessly. For example, a plan to build a city calls for a broad spectrum of services for urban uses. At some point, a master development plan must determine where to locate residential areas, office complexes, shopping malls, and urban amenities such as parks and sports arenas. In addition, the underlying infrastructure of roads and mass transportation, water and sewage, and telephone and power systems must be determined.

Planning Before Improvement 

In an optimal world, urban planners design systems for specific carrying capacities and expand them to meet changes in demand. When plans are unrealistic, new infrastructure construction can’t keep up with demands on the system. When overloaded, systems either break down or operate very poorly. But when planners anticipate growth over a certain period and at a specific percentage, they can design the infrastructure to meet it. When population increases faster than expected, or when zoning ordinances no longer reflect the dominant land uses or values of society, problems ensue and physical systems break down with a multitude of effects on both the human population and environment of that specific area. This analogy is easily transferable to enterprise architecture.

In many ways, the functions of an enterprise architect—and enterprise architecture—mirror that of urban planners and urban planning. Urban planners establish the framework to plan and develop a transportation and utility infrastructure along with creating zoning ordinances to guide the physical development of the community and ensure that growth is managed. The same principles apply to enterprise architecture. The enterprise architecture team plans for the necessary infrastructures, utilities, systems, and processes that will support the overall business needs and the specific business units of the organization. This framework consists of infrastructure development and management activities representing the public works necessary to support the organization, as well as application systems and the related zoning laws and building codes that define the cooperation between systems that provide specific business capabilities. The enterprise architecture team and the business process owners must cooperate in coordinating future business uses—embodied in application systems and the public works of infrastructure—that will allow those applications to operate effectively and efficiently.

Information and Decision Framework

The enterprise architecture provides both information and a decision framework that enables IT management to arrive at a usable high-level plan. The plan includes both infrastructure and applications systems projects as well as providing standards, guidelines, and other support for the broad set of activities that must be accomplished to reach the desired state for the organization. The enterprise architecture should be designed to evolve with the organization, where modifications or upgrades directly mirror changing business needs and the application of new technologies.

The Four Architecture Perspectives

Enterprise architecture is a framework composed of four architecture perspectives: business, application, information, and technology.
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Business 

The business perspective describes how the business works. It includes:

The enterprise’s high-level goals and objectives.

The enterprise’s products and services.

The functions and the cross-functional activities the organization performs embodied in business processes.

Major organizational structures.

The interaction of all these elements. 

The business perspective includes broad business strategies along with plans for moving the organization from its current state to its future state.

Application 

The application perspective defines the enterprise application portfolio. It includes: 

Descriptions of the automated services that support the business processes presented in the business architecture.

Descriptions of the interaction and interdependencies (interfaces) of the organization’s application systems. 

Priorities for developing new applications and revising old applications based directly on the business architecture. 

The application perspective represents the services, information, and functionality that cross organizational boundaries, linking users of different skills and functions to achieve common business objectives.

Information 

The information perspective describes what the organization needs to know to run its business processes and operations. It includes:

Standard data models.

Data management policies.

Descriptions of the patterns of information consumption and production in the organization. 

The information perspective also describes how data is bound into the work flow, including structured data stores such as databases and unstructured data stores such as documents, spreadsheets, and presentations that exist throughout the organization. Often, the information most critical to an organization resides not just in database servers, but on the thousands of desktop computers that comprise the enterprise’s active working environment.

Technology

The technology perspective lays out the hardware and software supporting the organization. It includes: 

Desktop and server hardware

Operating systems

Network connectivity components

Printers

Modems

Other necessary peripheral devices 

The technology perspective provides a logical, vendor-independent description of infrastructure and system components that is necessary to support the application and information perspectives. It defines the set of technology standards and services needed to execute the business mission. These standards and services include, but are not limited to:

Topologies

Development environments

APIs

Security

Network services

Database management system (DBMS) services

Technical specifications

Four Perspectives, One Architecture

Although there are four perspectives, there is only one architecture. The value of the enterprise architecture is not in any one individual perspective but in the relationships, interactions, and dependencies among perspectives. 

The development of these four architecture perspectives and the examination of their individual and collective interactions reveal the information that the organization requires to make rational decisions about its IT priorities, projects, policies, standards, and guidelines. This information is critical for IT implementation and purchasing decisions, and provides a powerful communication tool between the IT and business units of the organization.

Problems with Other Approaches to Enterprise Architecture 

There are many approaches to developing enterprise architectures in the IT industry. A brief examination of many of these approaches reveals significant issues that can seriously impede an organization’s chances of successfully implementing an effective enterprise architecture. 

Just a “Buy” List

The idea of enterprise architecture is not new. Most large organizations claim to have an enterprise architecture in place, but often what they have is no more than a simple “buy” list of approved products. A list of approved products, however, does not constitute or guarantee an effective enterprise architecture. Organizations must specify the overall strategy and migration steps, as well as provide guidelines on how individual project teams should use those standard products to achieve the IT goals of the enterprise. A real enterprise architecture provides:

A logically consistent plan of activities and coordinated projects that guide the progression of an organization’s application systems and infrastructure from its current state to a desired future state.

Lack of a Clearly Articulated Future State

Without adequate planning and a clear vision of where the enterprise needs to be—based on business drivers and other reasons specific and internal to the organization—the entire notion of an enterprise architecture is nothing more than a game played by the IT organization and business units. A scene from Lewis Carroll’s Alice’s Adventures In Wonderland—when Alice asks the Cheshire cat for directions—speaks volumes about planning and knowing where an organization wants to be at a given point in time:

“Would you tell me, please, which way I ought to go from here?” asks Alice.

“That depends a good deal on where you want to get to,” said the Cat.

“I don’t much care where,” said Alice.

“Then, it doesn’t matter which way you go,” said the Cat.

This is the planning conundrum: Until you know where you want to go, you can’t really determine a way to get there. Unfortunately, many organizations are in a similar situation. Often, the organization knows it wants to go somewhere—but that “somewhere” has never been clearly defined or communicated. Sometimes the plan exists, but only inside the heads of senior managers who feel that if they took the time to communicate it, progress on all current work would stop. 

Lacking a clear idea of where they want to go, many organizations fall into the trap of trying to go everywhere in the hope that where they wind up will be better than where they are currently.

Conflicting Goals, Lack of Vision

An enterprise architecture often suffers from an artificial wall between the people with the problem (usually business management and users) and the people with the solution (individual IT project teams). Every organizational group, division, or operational unit has its own set of goals and priorities. This misalignment is often an inherent characteristic of the hierarchical division of labor in traditional organizational structures. A good enterprise architecture requires a coordinated effort through all business units.

Too Big and Too Complex To Achieve

Another common problem lies in attempting to define all the details of an enterprise architecture—enterprise-wide and project-deep. The enterprise architecture becomes so large that individual and enterprise-wide IT projects die under the weight of their own paper because the architecture simply takes too long to develop. The problem changes before an answer is produced. The results themselves cannot be implemented because they are too big and disconnected from reality.

Enterprise architecture debates are problematic. A typical enterprise architecture plan can be hundreds or even thousands of pages long and take one to two or more years to complete, and this doesn’t include any implementation. The size and complexity of the resulting enterprise architecture, and the time frame in which it is developed, often make it difficult to identify and prioritize key organization-wide IT needs. The resulting projects fail to address real business problems, and the IT unit still has the problems it set out to solve. 

No Provision for Feedback and Course Correction

Often, the development of enterprise architectures doesn’t involve individual project teams. At some point, the architecture must move from plan to implementation and it is the individual project teams that drive the implementation. Without clear communication and a mechanism for feedback from the people actually doing the work, an architecture might be put into place that looks good on paper but is inappropriate or unstable. 

Establishing an enterprise architecture should be a collaborative process between the users of the architecture (project teams), the business owners, and the enterprise architecture team.

All too frequently, business conditions and priorities change over the course of developing an enterprise architecture plan. Additionally, newer, more powerful technologies often supersede the technologies proposed as solutions to problems identified early in the process. Lack of periodic feedback and an opportunity for course correction can jeopardize the entire architectural effort. 

Lack of Integration and Stability

Even when the individual IT solutions work, they are often stand-alone solutions and not an integral part of the overall enterprise architecture. Frequently, unsubstantiated or “cool” technologies or application features are brought into the environment, destabilizing the architecture. This in turn causes other application systems or technologies that could significantly improve operations to suffer because the environment is too chaotic to introduce them effectively.

Lack of Focus on Implementation

A true enterprise architecture is not just the plan but also the implementation. Application systems must be built and infrastructure must be deployed. Everything that is defined in the architecture must be implementable within reasonable constraints. Often, however, enterprise architecture efforts are not based firmly in reality. 

It is acceptable to have stretch goals within the architecture, but the architecture should always deal with the basics first. For example, if the architecture specifies that systems consolidate onto specific platforms, it should also put into place specific migration assistance or incentive for individual project teams to support and implement the architecture. 

Failure to Deliver on Immediate Business Needs 

Many enterprise architecture approaches lose sight of the fact that business operations must be maintained and projects have to be delivered while the architecture is under development.

If the organization’s IT department offers no assistance for today’s business requirements, business units will implement technology and systems on their own in an attempt to survive and thrive in any way they can. Any approach to enterprise architecture must allow the delivery of key application system functionality to meet immediate business needs during the development of the architecture.

Goals of the Microsoft EAE Approach

The EAE approach consists of a suggested process augmented with discussions of techniques and key principles. The process, using versioned releases, is designed to quickly deliver benefits to the organization and provide an opportunity to take advantage of rapid advances in technology and changing business conditions. A dynamic approach facilitates learning from feedback and rational decision-making. This approach improves an organization’s ability to adopt new technologies and internally apply innovative technology that provides direct business value.

This approach, however, should be considered a roadmap that can and should be appropriately customized to reflect the specific needs of any given organization or situation. The EAE approach has the following characteristics:

Integrated. Specific needs of business stakeholders, the architecture team, and individual project teams are balanced. Project teams understand the whole system and the individual parts of the technology within their organization. Business stakeholders understand where technology objectives are aligned with business needs.

Iterative. The enterprise architecture is built through a succession of versioned releases.

Actionable. The primary goal of all enterprise architecture development is to quickly reach an interim release that can be implemented while advancing the architecture to the overall desired future state. This approach provides ample opportunity for feedback and course correction.

Prioritized. Efforts focus on where they can provide the most value to the business while improving overall IT efficiency. Architectural decisions are always framed to maintain support to critical business processes.

Alignment of Business and IT Goals 

Two significant problems arise for IT managers when facing software deployment and development of business applications:

By the time the IT group gets involved, the fundamental business processes are already established and IT misses a major opportunity to effectively apply technology. 

Because IT is disassociated from the line of business, a myriad of miscommunications and poor decisions are made about technology. 

The focus must shift to form a partnership between IT and the line of business. People and processes must rest on a solid foundation before it is possible to successfully deploy new technology that provides true business value. 

It is easy for an IT group to become consumed with keeping up with new technology or to be frozen with indecision when confronted with the rate of change and innovation inherent in high-technology industries. As a result, the IT group can lose credibility and relevance within the entire organization. The IT group must constantly focus on applying new information technologies in ways that consistently support the organization’s purpose and business vision.

The enterprise architecture is a tool for ensuring the alignment of IT activities to the business operations of the organization. It should never be doubted by business unit managers that the IT group, and all information technologies under its purview, exists to support the business.

It is critical that IT goals and objectives align with business goals and objectives. Line-of-business managers and IT managers must share a cooperative and reciprocal relationship.

Artificial Wall Based on False Assumptions 

Often, an artificial wall exists between the IT units and the business units of the organization. We say “artificial” because it primarily results from two false assumptions made by both the business and IT communities: 

False assumption held by business people. Many business people think that they should be able to list requirements outside of a specific business context and have IT produce valuable solutions based solely on those specific requirements. An abundance of empirical evidence suggests that good requirements are very difficult to achieve and that generating requirements should involve a number of organizational perspectives, especially from IT. 

False assumption held by IT personnel. Many in IT believe that even with their limited exposure to the front-line business activities, they can “do it better.” A large body of empirical evidence suggests that until you “do the job,” you don’t understand all the nuances of the job. 

For IT to successfully support the business, these artificial walls must be torn down. A true partnership must be forged between IT and business units based on recognition of their common goal: satisfying the business goals of the organization. As an example:

· IT must have a natural understanding of the organization’s business drivers and opportunities, core processes, and business goals so that it can make rational, informed decisions on supporting IT activities.

An enterprise architecture starts with defining the business perspective as the framework for this rational decision-making process.

· Business unit managers must recognize that IT costs and the implications of using specific information technologies must be considered in the overall value proposition of the business case for altering existing processes or undertaking the development of new processes.

Additionally, investments in IT infrastructure should be presented and approved based on business, not technical, grounds. Business units should involve IT in the development of their business cases and the definition of changes to business process.

To accomplish this, both business and IT managers must let go of the notion that only those people trained in their own respective disciplines will truly understand their needs. The more each group understands and experiences the “realities” of the other group, the less likely they will perceive the other as being on the “opposing side” and more likely they will recognize a common ground.

Key Principles of Enterprise Architecture Essentials

The Myth of Enterprise-wide, Project-deep Projects

It is not reasonable to expect an enterprise architecture to specify all levels of detail from business processes through technology selections and application functionality for individual projects (project-deep) across the entire enterprise (enterprise-wide) in one massive and collective effort.

Yet, this is what many enterprise architecture approaches attempt. They use a horde of architects and consultants who closet themselves away for years at a time and then deliver “the answer.” The problem with this approach is that the answer is out of date by the time it is delivered. In attempting to define all things for all people, this approach severely compromises the value of any decisions.

Microsoft recommends recognizing these limitations going into the process and taking appropriate measures to build the enterprise architecture in successive iterations. This allows the architecture to provide business value quickly, to gather feedback from actual use, and to make adjustments through subsequent iterations. There is always the initial iteration where you can state that you “have an architecture.” However, the moment you state that as fact, the work is really just beginning.

Milestone-driven Process

EAE promotes a milestone-driven process based upon a series of versioned releases to advance the current state of the enterprise to an envisioned future state. The process of establishing an enterprise architecture is based on the MSF principles of milestones and versioned releases. It consists of four distinct milestones and phases presented in the following figure:
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MSF Process Model

Getting from the Current State to the Future State

Businesses are constantly forced to re-create their business processes and rewrite their business rules. Business application systems must be equally adaptable and responsive to these changes. Successful architectural teams must move beyond the “big bang” approach to enterprise architecture. Microsoft has found that teams that employ an ongoing, iterative approach—that implicitly assume that the architecture is never finished but remain a work-in-progress—have greater long-term success.

The enterprise architecture is established by framing the definition of the organization’s current state (as-is) and where it wants to be in the future (to-be). Priorities are established, and individual projects are then undertaken to incrementally move to that future state. As systems and services are delivered, the plan is constantly updated based on feedback and an ongoing assessment of business and technology changes.
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The EA Evolves Through Multiple Versions

If not managed properly, stating that the enterprise architecture is never finished can kill the hope of ever seeing progress or implementation of needed capabilities. Applying the concept of versioned releases never allows this to happen. Each release is a part of, or a continual improvement in, the overall capabilities of the organization broken down into logically coherent and achievable “chunks.” The implementation of successive versions is prioritized based on business need. 

The Value of Versioned Releases

The concept of versioned releases recognizes that most enterprise architectures are too big to effectively produce at one time. It is better to deliver completely working subsets of the total envisioned future state of the architecture in rapid succession. In other words, don’t try to accomplish everything in the first release. 

The versioned release approach has several advantages: 

Eliminating potentially unnecessary architectural requirements from the overall plan. This results because business people and individual project teams know that there will be subsequent releases. Each version can remain tightly focused on key issues while rapidly delivering value to the organization.

Ability to respond to feedback on each release. Requirements and priorities for the “complete” architecture often change once a working version of the architecture is in place that solves at least some portion of the infrastructure and business application development issues.

Finding answers in pieces of the architecture “living” in the environment. Most people dislike not knowing things that are important. Many organizations abhor uncertainty so intensely that they attempt to magically convert ignorance to knowledge by stating something as fact in the enterprise architecture when in reality it is unknown. This can be avoided by using versioned releases and by operating on the principle of – “Get it out there, get it validated, don’t make it up.” It is essential not to claim to know, or accept that someone else knows, things that are unknown—this leads to poor decisions. 

A Dynamic Process

An enterprise architecture is never static. It is an organic system where each element has a life cycle:

Creation (some functionality, low stability)

Development (growing quickly but not fully realized)

Maturity (running smoothly, stable) 

Decline (struggling to maintain pace) 

Death (retirement or disposition)

Making appropriate changes to the enterprise architecture requires constant attention to effectively respond to changes in the business and technology environment. The correct response includes:

Understanding which elements of the enterprise architecture must be changed. 

Recognizing where those elements are located in the architecture life cycle. 

Versioned releases allow you to adjust over time, responding in a controlled manner to changes in the environment. Smaller elements of the architecture allow for better management and budgeting, while still providing something useful at each successive step.

Core Principles of Versioned Releases

We can summarize the approach of versioned releases:

Smaller is better than larger.

Understood is better than unknown.

Progress is better than promises.

For versioned releases to work, you must produce a first release of the architecture and then frequently produce subsequent releases that are directly responsive to the changing needs of the organization.

Reactive and Proactive

Developing an enterprise architecture is not just a reactive activity. In this case, reactive means a one-way flow of decisions and input. A one-way flow would include: 

Defining business processes. 

Identifying applications and information.

Implementing technology.
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A Reactive Flow

Reactive flow is important, but it should be coupled with a proactive flow of input from the technology side to the definition of business processes.

One of the most significant problems in developing an enterprise architecture is that all of the fundamental business processes have been defined and established by the time the IT group becomes involved. As a result, the business misses significant opportunities to use existing technology more effectively or to use it in new ways to expand.  
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A Proactive Flow

Technology by itself doesn’t provide value—but applying technology in innovative ways to business opportunities can provide important value. This is another area where business and IT cooperation is essential.

Maintaining Focus

EAE focuses on defining and prioritizing IT efforts in areas that are critical to the organization—in other words, core processes that drive the business. Support for these processes should form the foundation of the enterprise architecture. Many architectures existing today have grown without proper focus. The result is an increase in activities that are more supportive of peripheral and administrative processes than the core processes that truly drive the business. Core processes are left languishing and are often never adequately addressed.

By starting with critical areas and focusing on core processes, EAE maintains the proper perspective as the architecture is first established and begins to evolve. Each versioned release is driven by the need to be implementable. This requirement reduces the time spent on “ivory tower” dreaming, and it recognizes the need to look to the future and plan accordingly.

Enterprise Architecture and Individual Projects

Every project the organization undertakes should coordinate within the framework of the enterprise architecture. The enterprise architecture defines a set of opportunities and constraints that:

Achieves consistency.

Leverages resources.

Aligns infrastructure and application systems with business goals across the enterprise.

The enterprise architecture is the basis for IT strategic planning. It helps define the domain of application systems and infrastructure development by addressing core business processes and the technologies available to automate them. This is especially critical when applications will run concurrently or share resources. This means that individual projects should be coordinated as part of the enterprise architecture.
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Individual Projects Are Coordinated by
the Enterprise Architecture

The enterprise architecture is more than a planning tool. It also defines the development and operation of applications and the deployment of infrastructure. This can greatly benefit the organization by:

Assuring that proposed applications are aligned with broader business objectives.

Assuring that the targeted technology is among those supported.

Assuring that applications can be operated efficiently after a technology is deployed.

The enterprise architecture establishes the business and technological domains within which individual systems should be designed and deployed.

Planning While Building, Building While Planning 

Organizations by their very nature often dictate top-down decision-making. This is often the case in establishing business policy or strategic planning. In developing an enterprise architecture, it is acceptable to impose standards from above, but the architecture should also be refined and expanded from the lower levels using input from specific individual projects.

It was once conventional wisdom to construct a model of the entire enterprise before proceeding with individual IT projects. Each project would be neatly carved out of the enterprise model. Ideally, this would assure consistency of data definitions, interfaces, and business processes across the enterprise. However, this approach to architecture planning often breaks down because it assumes that all of the details are attainable and known at the start of the planning process. Experience tells us that this is false. 

As a result, the enterprise architecture should not be defined in a vacuum. The architecture should reflect information that is discovered by actually building solutions. This results in progressive refinement of the architecture. Additionally, a rapidly changing business environment can quickly overtake an analyst’s ability to complete models at the enterprise level, and subsequent deployment on projects before the business changes make the originating models invalid. 
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Development of an enterprise architecture should result in actionable deliverables in versioned releases. If the enterprise architecture is not treated as an ongoing, living activity, its value is greatly diminished. 

It is essential to remember that an enterprise architecture is worthless unless it is implemented. Individual project teams are primarily responsible for implementing the architecture. The best architectures are created where there is a feeling of teamwork, high-value two-way communication, and buy-in by the project teams.

Summary of Benefits of Enterprise Architecture Essentials

The benefits of EAE can be summarized as:

It reflects real-world constraints, capabilities, and lessons learned.

It validates elements through actual use, resulting in greater confidence in the value of the strategies that are outlined.

It avoids “analysis paralysis”— the huge cost in time and resources required to identify all the details at the start of architecture planning enterprise-wide and project-deep.

It can be incomplete without being a show stopper for an individual project. Missing pieces can be investigated, validated, built, and refined as needed by individual projects and leveraged into the architecture.

It brings together individual project teams and the enterprise architecture team to ensure the architecture actually gets built.

Further Information

Contact your local Microsoft Consulting Services organization: http://www.microsoft.com/msconsult/mcsaddr.htm.

Visit the MSF Web site at http://www.microsoft.com/business/services/mcsmsf.asp.

Go to Executive Computing News at http://www.microsoft.com/cio/default.asp.
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Determining which IT projects should be undertaken requires complex trade-offs in uncertain situations, balancing business needs and goals against technological possibilities and risks.  Organizational and political considerations may also be important.	

The business value of an IT project may take many forms.  The following attributes are examples of indicators that an IT project should have high priority:

		Good Fit to Strategy – the project is a direct match to the organization’s business strategy.

		Near-term Market Opportunity – the project will enable the organization to exploit a market window with a limited opening.

		Basis for Future Opportunities – the project will lay strong foundations for future projects or opportunities.

		Organization Efficiency – the project will consolidate several disconnected processes or efforts into one. 	



Although an IT project may have substantial business value, the priority of the project may have to be lowered for technical reasons.  The following attributes are examples of indicators that an IT project should have lower priority:

		Immature Technology – the underlying technology is relatively new and unstable, and perhaps not well understood.

		Excessive Size or Scope – the project is so large that it may be unmanageable, and may even be obsolete before it is finished.	



	

Even if the technology risks are high, a project may still have high priority if the business value is high enough.  Good risk management is an important element of such projects. 	
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Need to aggressively stay on top of MS strategy presentations and future directions and look for ways to apply these technologies to business.

Think about constructing scenarios on how technology features can change both the way the applications and information stores are designed and built but also where technology can fundamentally change the way a business process is accomplished
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