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This article is intended for Enterprise Architects and aspirants and also for the critiques of this profession.  It aims to identify some pitfalls of EA practice and deliverables.  It suggests ways to constructively add meaningful program elements of EA for an effective delivery and implementation. 

EA is a term oversold on promises and implemented often with inappropriate practices.  These ‘6-figure’ high cost projects delivered by high-flying consultants mostly end up in executive cupboards and bulky portfolios gathering dust until the next IT management crisis.  Every organization feels morally obligated to possess an EA document and that is exactly where such projects stop- in a document!  In the ever mutating IT world full of changing business drivers, rapid Technology evolution and a cheap availability of software alternatives, a company needs a dynamic, responsive EA plan that is strategic in intent but tactical in nature.  This is the most significant challenge for the Architects.

Taking a quick look at various failed EA executions warrants us to incorporate some additional deliverables and issue-specific resolutions.  The following are selective examples of a few of them in focus. If you will, call them as EA traps!

Business Related-

· Adaptive environment and need for Quick responses or Agility

The Dot Com boom-bust cycle has spread internet awareness and  B2C and B2B paradigms that are not only shifting but also quick sinking sands.  Emergence and influence of Web services,  Rosettanet and other paradigms on IT practices is relatively under explored.  Any architecture that is built on classical notations is bound to be discarded as soon as it is discovered to contain change inhibitors.  For example integration services built on resource heavy database links may not readily switch to heterogeneity very well.  These expensive implementations bind a company to specific platforms and gateways curbing agility.  The Architect has the responsibility to choose an optimal configuration that neither compromises current process requirements nor agility.

· Alignment with Business Strategy and Function

In order to obtain sustained vendor support and service, companies have to choose integrated suites of products that reorient business processes and cause infrastructure realignments.  Among the many product suites in the market place operating efficiencies differ and implementation and operational costs are dissimilar. The burn out of many software startups greatly reduced available breadth and depth of selection and modular components.  The Architect is forced to tactfully orient a company’s business processes within the chosen product’s behavior.  

· Avoiding excessive modeling and needless complexity

This is a phenomenon emerging from the Architect’s ego trips and canned consulting solution implementations. Tailoring appropriate solution calls for skirting and short circuiting templates and sales pressures.  Solution independence may well be the key word here.  

Yet another manifestation of this phenomenon is in the Security and Capacity over kill.  In these days of cheaper hardware it is common to over-architect and cause subsequent maintenance nightmares.  Appropriate selection of security standards while keeping usage and data values in perspective, is important.  Similarly High Availability solutions need to consider the manageability and costs that justify against cheaper alternatives and well studied data loss tolerances of the business entity.

· Internal and external climate 

No business is in an island of it’s own.  Vertical Integration across vendor and customer IT and business systems is imperative.  Standardization of data and message formats and transmission mechanics is vital to provide seemless integration points.  In such information chains disrupts are irksome and intolerable. Homogeneity of a solution stack from a singular vendor may be a winner in such extreme cases.  

Internal climate refers to the skills and strengths of internal staff and related systems.  Risk taking and pioneering in emerging technologies is not something to be taken granted for.  The EA must be in tune with the management philosophy and organizational culture comprised of human elements.

· EA Drivers, Accelerators and Validation

It is always true that business drivers dictate and absolutely control the EA.  But EA direction also depends upon other factors such as favorite Platforms, favorite programming environment, etc. These technical requirements are subliminal forces that may not figure prominently in business process specification.

The Accelerators are business needs awaiting quick resolutions, such as SLAs and HA. Often the validation of a proposed EA solution will take place on its successful addressing of these pressing needs.   

Infrastructure-

· Components and Integration

Many times Enterprise Architects shy away from prescriptive component and vendor selection.  Such a tendency stems from a vendor neutral stance.  There is also no stress on pulling in Subject Matter experts for improving solution precision.  This leaves the customer in a ‘half way state’ at the end of the EA work.  Providing a definitive guidance on vendors and  software components adds to the value of the EA deliverables.  Similarly early identification of integration points and interfaces to heterogeneous applications is a great time saver for, such decisions involves a ‘Retention or Migration’ valuation.  This is a crucial step where technology swaps and migrations influence the cost creeps of the EA.  Cross technology Integration hubs will continue to be thorny issues considering the non-trivial nature of mechanisms, severe execution capacity demands, need for high performance, upkeep and maintenance in changing source/destination application functionality amidst the threat of rapid obsolescence.

It is appropriate at this juncture to take a peep into the components that need to be part of an EA solution package -

· Security – EA design is the most appropriate place in a project life cycle to define and prescribe the security solution for each level and element to protect the information resources, validate and authenticate usage.

· (High)Availability –HA is implemented in various levels and forms.  EA should provide a cost- benefit analysis and define both strategic and tactical approaches to this aspect.

· Service Level Agreements, Performance and Scalability – Performance and Scalability is almost always an afterthought in most of the organizations.  EA is the place to provide capacity assessments, threats to scalability and critical load milestones in the environment growth.

· Hosted vs. Captive solution – It is possible to design a solution for a Hosted and/or an in-house management transparently.

· Tactical issues and budgetary constraints

EA is strategic in focus, to speak generally. But it contains many tactical pieces to be knitted together for a final solution to emerge.  Many decisions are driven by management philosophy.  Among them is the budgetary constraints.  It is futile to even start identifying the solution components without a firm grip on the solution limitations of the client.  Some additional philosophical considerations may include-

· Clients’ Hardware Vendor and other platform choices

· Timeframes of solution implementation

· Boundary lines of the solution technologies (comfort levels vs. pioneering spirits)

· Organization’s history and change management practices


It is prudent to examine the organization’s change management practices.  This is an intensely competed arena with several personality conflicts and beliefs.   Project sponsor’s commitment, unmitigated partnership and monitoring prove vital in this aspect.

· Implement-able chunks and smart marshaling of resources optimally

In these days of limited financial flows no project can exist in a dream like state of wholesale implementation.  Every Architecture needs to be broken down into chunk sized sub-projects based on one or more of the following criteria-

· Importance to the organization (most critical pieces)

· Dependencies among rest of the modules

· Optimized marshalling of project resources, such as capital, human and other costs

· Time frame of implementation and recognizable ROI for the effort

Selling the Plan-

· Stake holders- Board room to the trenches

Projects that are inadequately sold are bound to end up in bundles of documentation for future reference.  Over sold projects remain contentious with competing individuals advocating divergent philosophies.  What is an adequate architecture?  The Architect must-

· Identify the key players in the organizational decision making chain and note their apprehensions and solution philosophies

· Recognize that the key players are not always at the boardroom level. Technology decisions are mostly driven by the people in the trenches, like the comfort levels of Network, System or Database Administrators. It is not too difficult to imagine a key developer who loves ‘scrollable cursors’ so much that he will fight for a platform without concern for anything else.

· Whether the solution is addressing the most burning issues of the business.  A solution that is long term in nature without adequate intermediate returns is doomed to be discarded from day one.

· Proven solution framework

References lend credence to the solutions.  They can even be anecdotal or negative.  They provide strength to the argument and logic.  Unique situations must be clearly identified for they require extra hours of debating and research.  It is best to approach unique solutions from within a team consisting of some client’s own staff, who will act as torchbearers in the days to come.

Implementation Pains-

· Program office control on chunk sized tactical EA pieces 

As mentioned earlier, any EA must be broken down into chunk sized implementation segments.  It is better yet to be managed and monitored by the program office of the client.  This will facilitate budgetary control and visibility at upper levels.

· Time boxed ROI, metrics and measurement

The chunks or sub-projects need to be properly defined and framed with suitable ROI estimates and statistics.  The measures of success must include

· Ways to identify over-runs for each milestone of the project

· Accountability of costs vs. estimates

· Key Indicators of the EA and sub-projects with well defined means and forms of capturing appropriate metrics

· Compliance models and Templates

Conclusion

EA has the unique ability to articulate an IT organization’s goals and strategies.  This opportunity should be used to knit diversified objectives and put together a cohesive plan for entire team to refer to.  Revisions and their causes will help the project office.

