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Foreword

This zaper is the dltimate part of a master thesi=s car-ied cut at tha
company of Cordys, in Putten, the Metherlands, The thesis is the final
part of the stucy Industrial Engincering and Mznagemert (ZEM), from
the University of Twente, the Netherlands.

Cordye is a young company developing =048 BPM soluations since 2000,
Far their methodelogy CordysinWork the question was raised how
companies using =04 [cand become more agle. Howewver, this raized
questiens on the truth af the claim and the related concepts. Theretere
the focus of this thesis is on how Service Crientation and Serwice
Cricnzed Architecture can address agility of an organization.

This rescarch uses a triangulazion of theory, interviows and case
studies to fnd a suitable tool, Such a teol is required “cr measuring an
organizat en’s  progress  regarding Scrvice  Crizntaticn J Servica
Criented Architectures anc the impact this has on agility issues,
Uitimately Maturity Models szem the best cendidate, But the cumrent
Matarity Maodels awvailable reguire improvements, The conclusions
provide suggestions for Zhis.

Eager to start with warking, the rescarch was combined with part timz
working at Co-dys. From the company of Cordys supervision was
prowided by Henk ten VWoorde. Frome the University this research was
suparvised by Professcr los Hillegersberg, of the university of Twente,
gnd Professor Alza Fairchild, of the aniversity of Brussel. Thanks far
their guidance curing the thesis project.

Besides my supcrvisars I would like ta thank collcagues, friends and
family (cspecially my dad) far thinking along in tae process and their
SUp2Art in vancus ways,

Decenfrar 2007,
Deventer 7 Puttan
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Summary

The surmmary corsists of two parts. First a mahagament stinmary is providod in fostual form.
This s folipvecd By & mare dotailod sumrmary In Fhe form of & mindimagr.

Management Summary

This i= a research inte the claim that Service Crientation (SC) and
Service Oriented &-chitecture [(50A) ma<es organizations rmore agile.
The foundat ens and ({theoretical) cencepts far this claim are figured
out. The focus of this res=arch is on the financia sectar. For this a
triangulaticn is made using kheory, interviews and business cases from
literazure and practice. The cases used are from Credit Suisse
{literature) and “de Amarsfoortse™ (practice).

acility came forward as an aspect of flewibility. Theory regards
flexibility at three levels; cperaticnal, structural and strategic. Agility is
cbeut structural and strategic flexikbilicy of an arganization. Theary on
ggilty =stresscs the need for a balance ketween responding and
=ensing capacities. Theory znd inerviews pointed to more aspects
being relewant for agility besides IT systems, cspecially tve hurran
factor is deemed important.

The abstract netien of agility is made more tengible using 3 157 of
izeuss fron likerature, This is a list of agility gaps {izsues b ndering
zgility) Far the Dutch finandial scctor numbering 15 topics ranging fram
outzodrcing, legacy and legislation?,

St-ong overlap betwesr the concepts of Service Orientation {50 and
Secrvice Cricnted Arcaitecturs [(S0A&) was found. Dwerall S5 is mare
regarded as a paradigm focused at organizations, while =54 has its
orgins i technelegy and architecture. Howewer, this distinctian is not
zlways clear and the exack definition depends on the scurce, both
mearings got  owverlaaded wrth  owverlapping  (and  sometiries
contradictingy  meanings. The two  meanings  are  fequently
intertwined; therefore this research uses the contraction S0/30A,

Far measurcment and comparisen a meturity medel offers distinet
zdvantages, however the cumently awvailable makurity modes for
30/204 are not matu-e themschees, Espedally the huoman aspect is
very meager conpared to the tecnicsl aspects. Also integration with
ezstablished mezturity models lilke the Capzsbility Maturity Model
Improved  (CMMI) is  scarca  or  lackind, “herefa-e  additional
devzlepmeants End rescarch are required before S48 Maturity Models
can became truly uscful as = tacl for comparizan and measurement.

For analyzing the case studies a tool ncluding & 504 Mzturity Model
wias used. The lack of cases prevents selid concluzions: howewer the
results from beth caszs (Credit Suisse and "de Amersfoorz=e™) indicate
zn positive effect of almost all building blocks of the S04 Maturiby
Meodel on the apzlicablz zqility gaps. This <oulc be perceived as a
confirmation that S2/5S04 is ane {of marc) cnazler of zgility. Mare
case studies could Back this claim “Lrtber.

Mindmap Summary

Zn the fallowing page you'll find @ more detailed surmary of this
rescarch in the form of @ mirdmap.

<A compeata fist of agility gaps can be found on page 35.
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Conclusion

The comypliote discassion and concosion can e found in chopior 12,
bolow the mostimportant conclisions aro siated:

Acility and flowibility are related concepts on dealing with
changes. Agility is ext-eme flaxibility, requiring strmictural and
strateqgic measures of an organization, Flaxibiity is then
regarded as tae capzhil by ta deal with "nermal” change using
the existing capacity and means available.

acility is a form of flexikiity and neoecs to be spedifiec in
cancrate topics, this research used the list of agility gaps for
the financial sector. Howower, any  organization sheuld
rescarch it's cwn cbstades for agility.

The-e is ot a clea- distinction betwesn Service Crientation
gnd Setw ce Criented Architecture. The first is relative y new
znd nat well known, while the second is betzer krown but
ovoHoaced with interpretaticns. This part of literature has to
be dawveloped furtker, cuarrenty the tachnical as»aects sre
dominating. Adding te this is that 30/504 concepts ac too
often preosented as a bBroed of cheir own, while they are mare
of a continustion of best practices and develaziments in tha IT
induszry.

Eesearching the impact of 50/304 can best be dcocne using a
maturity model, because this can cover a range of tapizs and
can deal with various levels of msturity, Howeve-, the cunent
maturity models awvalable are not mature  itsclf,  Being
incomplete, vague |, acking clear procedures ar beirg owerly
simzlistic on  ertain aspercts. Integrationfalignrnent  with
"standard® maturity models like CMMITY) colld contribote to a
better usabilty a~d comparazilicy of Maturity Models, This can
glsc  econtribute bt embedding SO/5CA  in cwisting IT
framewarks and practices. Also objective metrics could be
included in the analysis.

Far the acility gaps deamed app icable to cases, advancoments
on the build ng bBlecks of the 504 Maturizy Model vs=ed where
found ta be helpful for addressing the gap. This could ke
perceived as an indicatien that S0/=08 is cne (of mareg)
cnabler of agility. Heswewer, the number of cases of this
research is limited., Therefore maoce research is required o
make mare =oid statements ar this.

Far crganizations in general, addressing agility requires an
iterative process of analysis [using {derivatives of 1 the
Deming's cycle and maturity medels). Wherever possible, the
znalysis skould e complemented with objective measures.
The set of prarities cerived “tam the analysis can be laid cown
ina readmag.
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Albert Einstein
187% - 19558

* Arcording te quotafionpage. com
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1. Introduction

The Inftodicticn oxHaies tha confost of thiz theorotico! maodad; Aow the siness ond T are
havn apposito woarlds, Bocguse o werld (s g, @5 pradloms oven Magor ang fhe Hee for a
thesis tec short, the focus of Ehis roscarch iz cxplaincd. Alsn thoe sbructure af the romaindor of
e thesis is cogpdained.

1.1 Business versus IT

Glabalization, legislation and fierce competizion are just a Few of a
range of challenges erganizetions have to deal with nowadays.
Crganizations often use Cnformation Technology (ITY to help their
businesses address those challenges. Strateg ¢ Irformstion Systems
{5I3), Enterprise Resource Panning (ERP) and Customer Relationship
Management [(CRMY are only some examples of systems set up to
zsszist businesses.

Whar these systems tome of ags, they are oben desmed leyooy
systemrs. While still essential for curreqt business processes, thoy
cannot deal with cunment requests for changes, a lack of flexibiliby
shows., Maintenance of legacy sSystems may CONSUTE 53 Tany
resources, that those stard in the way of naw more adaptable
epplications®. Let us even not mention adaptations of legacy...

The supportive IT has then become, instead of @ selution, a part of the
problern for an crganization. Business ceannok 2asily adapt to changss
dus to limitations set by lacqging IT.

Acding to this, IT znd business are cumently too often two distinct
disciplines. Businesses are more focused on erganizing their processes.
IT on the other hand iz more focussd on their aystens and
cppications. While IT shculd be in @ supporting roe, it has often
becomz a discipline of it's cwn. Sorretimes this -csults in different
priontizgs, o 2ven mutual incomprehensicn.

Business I'T Afgrment

Mumersus prepasals hawve been made ta make these waodds come
tegether, a well known example is “strategic alignment™ model
proposad by Henderson anc Werkatraman .

However, the attempts to align IT and business strategy are not widely
perceived as successful accord ng o research of "Tae Economist™.
“Warious sources agree on the oxistence of @ gap betwezn the perceived
objectives by IT departments wversus t-e objectives of the
management of business’, IT still has a strong fosus on obtaining a~d
facilitating cost  redoctions,  while Businzss i3 exzecting more
enablement of reyvenuse generation.

I theie arficls Rod of ol Hhorooghiy ceplain fhe importoece ang limifarions legacy skstoms
fmposo an organizations, [Rod, ph-7)

fn fhelt arfice they peopose an afignmest mode! be mateh bosiness and 7T strabogy
{Hondorson
ofmly abour halt of tho respondonts (549%) stafed ther "7 has boon an imporrant
confributor fo Bioir firmns sucooss in cxooculing stretogic initiatives. © | Barze, by
“ According e rescarch of 'The Ecoranist, sponsorod by Cap Geming, Ciseo Systoims and G40
{8nrro, n2-3f1
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Sarvice drfentation / Service Grlented Architecture

In this context intertwined concepts like Service Crientakion (507 and
Secrvice Criznted Architecture (S3A) are cntering the fizld. Many vizws
znd cpinions exisk on 50 and S04, Cfen these are not cleady defined,
maore oficn overlap exists between definiticns. Ewven more otan it are
only different symbictic perspectives on the same topic.

Many promises, already made too coften by preceding IT Ccanceats, are
mace agsin and said te come troe this time:; SOFSCA will facilitate
integration of IT anc enable reuse of software components, & najor
claim is tha:t 39,/204 will cnakle crganizetions te became agile.

In -he business wold a range of every dey challenges is aften
cddressed with @ cny for *flexikbility™ and "aqility™. IT coculd help iv this
by addressing various scenarics and facilitating alternative ctions.
However, in the coopezraticn between business and IT something
frequantly  goes  awry. This shows no ovariods  symptoms  and
bettlerecks; insufficient and (-oe) late acticons, difficult adaptations,
etc, . Can 52504 add -ess these hottle necks?

Azsuiming there is truth in the Caim among various souces, that
S0/=04 is an enazler of agiliby the cuestion then presents itself; if S5
is an caabler of agility, what kind of agility is then enakled? Where can
S0/=04 come ta help?

1.2 Thesis; Focus and Context

This thess is an attempt to provide a piece ir zhe bigger jigsaw aad
find an arswe- on how SC/504 makes agiliby possib e.

Therefere th 3 thesis wll facus an the conecpts of agil by and S0/S0A,
these concepts will firs: be =laborated from a theoretical point of view.
Thi=z will be atterrpked by constructing a framewecrls W th agility on one
gxiz and 50 on te aspasite axis.

Duz to limitatens in tire for a thesis only ane sectar will be
rescarched, namely the finandial® sectar in the Methzarlands. The
fallowiag parties hawve an interast in this ressarch;

Cordys

Zerdys is an IT campany providing solutioas for the SOA DPM mMarket.
It is founded in 2001 by 2an Baan, Cordwys targets organizations
wordwide, Currently Corcys has abcout SO0 employess scross the
globe, it facuses o merkets in western Burape, USA, India and Zhina.

Zeordys offers the poassibility te conduct a rescarch with their zackuz
znd support. The company of Cordys showed inkcrest in the ressarch
propasal and might use [(parts of) the rasults for theit implemantation
methadalogy  Cordys@Wwark, which i=s integrated in tae Cordys
Deovelapers Metwark [COMNY.

Unhvarsity

The University of "wente is a technical university in the =ast of the
Mectherlands,  Besides werious studics, the  university  alsa hosts
research or a namber of sreas. Tae Universty of Twente Co aperates

# goa natagrabh 2.3 for the spedific reasons for focusing an the francial soctar
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CORDYS bbb et

with two othe- Dutch techrical Jniversities in the 3T graup.

The University of Twente requires t-is research as the final thesiz for
rouncing off a Master cegree TIndustrial Technelaogy Marageoment™,
witk a specialization “IT and Managemeant®.

1.3 Thesis; Structure

The currert paragraph only provides a shert enumerazior of the
compaoncrts af this paper. This thesis i=s divided into five distinct parts,
which can ke read separataly, but belong tegether,

These patts are suk divided in chapters and paragraphs. The detailed
structure of the papar is €laboqatec in conjunchion with the research
methads in the next chapter, see paragreph 2.4

The parts <f this thesis are;

* Part I - Settlng up a research; Thiz is the part you are
curreatly reading. IE conta ns the intreduction to this thesis
gnd a brief and rewritten wersion of the resedrch design for
this thesis.

*  Part IT - Theary; The theory claborates relowvant constructs
gnd concepts required ta answer the questions stated in the
rescarch design. This cemes down to agilityfagility gaps,
Dervice  Crientation/Sarvice  Oriented  Architecturs  and
Organizations. Alse tha censtroction of & rescarcy instrument
in the farm af questiaanaire is elaborazed.

« Part II1 - Refinemeant: The resulting theory and
quastiannaire from part I1 are discussed with subject matter
cwparts. Their fecdback is Enalyzec and where necessary
incorparatad. This will 25t na new (final) questiornaire.

*  Part IV - Research; The firal guestionnaire i=s applied te a
rumber of cases to arrive at an answe- cn the stated res2arcH
questions.

« Part V¥ - Wrap up; Triz part contairs the discussion of
rescarch results and insights frem theary. It will be topped off
by the conclesion and recommendations.

»  Part ¥ - Appendices; This is a separate part of the thesis.
Thi= is the owverflow o support ng material, teo cetailed to be
included in the main body of the -hesis. Although hese are
cseential far the completeness of the rescarca and as a
refererce.
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2.

Research Design

This chaoptor confalnsg o roweifon vorsiok of fie origing! Reosoarch Design. Tt deotalts the
tescarch questions and how Mese guostions waore aryreedacied.

2.1 Research Questions

& numbe- of questions arse, when coasiderieg the topic of S0/S00
znd agility, This is tackled by formulating a main research question
which is split up irte sub research cuestiona.

Main research question

The main research gquestion, to be answered in thi=s thesis s
formulated as;

"Hew can arganizations achicwe [fbusiness) aoitify, whon using
Service Jrientabion Sarvice Oflented Architectura? ™

Luh research questions

The =ub rescarch questions @rc cack contriboting towards answering
the main research question. These are;

1. Whatr fssacs ooty hinder (agsiness) agility of  farge
finghcial arganizations?

2. What is Service Oricnfation (50) and what s Sorvice Onffontiod
Architochure (904) 7

Whislk  agility gaps can oo briggoed F owsing S0O/504 in
organizations?

“

4. What are e dmplications for an eeganizaficn whor using
S0/504 fa addross agility gaps A,

2.2 Research Concepts and Constructs

Elabarating the main  and sub research queasticns we arrive at the
followi-g concept and constiucks far this thesis;

v Agllity f Aglllty gqaps; these concepts needs te be definad
znd made s>ecific, Also the difference bebween flexibility and
zgility needs to be distinguished.

v Service Orlentatlon f Service Orlented Architecture; the
gbundant perspectives and term= on 33/50A need to be
ident ficd and placed in a contowt. Although ne attempt will be
mace to go irte great technical detail.

»  Organlzatlons; Tho concept of crganizazions will enly be
wicwes from a point of wiew for agility and S0/S0A. Na
intenzion exists b2 redefine organizational literature, but tha
impact or raquirements of ag lity and 30/204 arc oocnsiderad
in the light of application in argenizatians.

! Theso roscarcn questions are dorfved From the resosech dosign wih 3, g3 110 The curent
Formuoiation is loss foermal, and the narowing down be ingnoial erganizalions is mado caplicit

N paraglaph 2.3
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2.3 Research Scope

The scape of this research will be the f nancial sector, Rea=cns far this
gre te szecifics of the f nancial sector reqardirg bottlenecks and the
options available for research. This is elaborated in the r2lzwvance of
the resca-ch and the reasoning fer focusing on the fnancal secter
alona.

Relavance of Rasaarch

Service Orientation and S04 are importast to consider scientifically;
despite thz hype surrounding the coneept, enly  about 8% of
orjanizations paricipating in a survey of the Butler group had already
depleyed S0A in & |ve environrient. Jther organizatiens are still in the
trial [(17%) or evaldation phase -, 30/304A claims to facilitate a-d
enable zgilty in arganizaticns, dowever, excest only superficially, this
claim is generally nat specified much further, How and wrkat kind of
zgility is enabled through SS/50A in practics is therefore still uaclear.

Acility i3 a bread concept and can be spedific to one branch. The
financial sector is one with quite different circumstances compared to
other sectors. Adding to this is toe growing interest in tae financial
cactor for 50,5087,

The concepts are still evoving and knewledge needs ko be build up.
Therefore research irte how S0/50A can acdress aqility can previde
valuable insights., These insights can be used bto use a S0/5CA =olution
£t its fartes. Al=e Lnrealistic expectations can be tempered, preventing
further misunderstandings betwesn busiress and IT.

Reasonz for the Financlal Sackor

The financial sector is an importast pillar of he Cutch cconomy, for
2005 the financial sector alone was already respansible for 7,45 of the
zdded value For the total Dutch econamy ™.

Rescarch of Oasterhout and Hillegersberg resulzed in owerviews of
izeues hindering acility for four sectors; finance, (mrabile) telecom,
leqistics and utility. In thzir rezcarch these bottlenccks sre labeled
zgil ty gaps. It is impa-tant to note that the top 15 of agility gaps for
the financia secctar is quite different from toe overview containing
ggilty gaps far all four sectors; of the agility gaps present in the
general cverview any four are also present in the top 15 far tha
finaacial seczar. The finandcial =ector seems to be one with specfic
characteristics. Far finance Il tep 15 agility gaps are mentioned by
=R0% of the respondants, wh le in the survey owarview far the top 15
of all four secters only 5 out of 15 =gil ty gaps score =50%,. Because of
this it can be zssurmad the agility gaps in the “inancial sectar are
{perceived as) mere sercus'™. For an overview of agility gaps see

' Arcording to @ survoy cacrind out by fhe Budor group [Blavecrs, 113]

11 Gre wesnarch of Dostorhaut comparing the soctars of Finance, molilc felecom, ingistios and
whitity | Qestorheut, o139,

2 According te oumbors meovided by e CES (Contraal Buroaw voor doo Stafistiolb),
comparahlc o tho Contra) Stebisbce! Ofica, in the Mothoriznds [ CBE, pdR 49

UIF enmparing the top 15 results from Oosterhout on agifity in the sockors of Fnance, sinbile
todecorn, legishics and wbiify [Qostorbout, p139) with Ehe oo 15 agiity gaps of van
Hillegorshorg spocific for France [Hiicgorsbarng, pa), only four of Phe gonoral evorvicw also
appiy for the fingnoial sactor, Migration from cRE orionfod architochure o S04 qanks on 17 in
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raragraph 3.6.

Gptlons avallable for research

The company of Cordys can assist in providing initial access to a2
rumbar of exparts anc arganizations related ta a- in the finandial
secter. Adding to this is the presence of a large number of financial
inst tutions  in the  MWetherlands, Many of  them invelved  at
implementations of SO/524, or add-essing their acil by issues i1 other
wiays. This praovides an interesting opportunity fo- rescarch,

Due to the importance of the financial sectar e zhe Dutch cooromy,
the specific agility gaps applicable to the fnancial sector and the
gccess availabla to subject matter experts and research cases, this
reseatch will focus on the financial sector alone.

2.4 Research Approach and Methods

Thi= paragraph will explzin how the research is approached and which
methods are appicd. Alsa the detailed Etructure of the resea-ch is
cwplainad.

Research Approach

The research guesticns lie at the basis of thz rescarch approach,
resclting in a certain rescarch lagic. Within the research leqic depicted
infigure 1 the following research s2eps a-e present;

1. Theory an Agllity — Dlscusslon an Theory, Intarmedlate
Questionnaire; Theary on agility s gazhered and incorporated
into an intenmed ate questiannaire.

2. Theory on Service Orientation f Service Oriented
Archltecture Dlscuszlon an Theary, Intermadlats
Questionnaire; Theory on 50524 iz gathered and
incorporatad inte an intermadiate questionaairs.

3. Theary an Organlzatlon Dzcusslon  on Theory,
Intermediate Questionnaire; Thscry con orgsnizations is
gatherzd and incorperated inta an inte-mediate questionnaire.

4. Discussion Theory, Intermediate Questionnaire
Interviaws Subject matter Experts; The concepts of theary
found are compared wkh the exparisnces and ideas of subject
matter expers in the field of SO/S8C4 andfor Buosiness IT
cligament. Alze is feedback asked an the intermediate version
of the guestionnaire. The kthecretical madel will, besice the
framowaorke/guestionna re, alsn srovide -he case protacols S,
The literakture used has been =elected curing the construction
of the research desig-.

5. Interviews Subhject matiter Experis Framework /
Questionnaire; Input and feedbacl from the subject matker
cxparts on theory  and  intermeciate  wersians  of  the
guesticnnaire iz incorporatad. Ths halps to improve the Tinal
questicorna re inta an effective -esearch tecl. The  final

bhe fop 15 agiliby gaps For the financis! scckor,
™ Aocording Fo ¥in casc protocels are quosHonnairc cxfondod with @ sof af dirocfions and miles
for application [VYin, pées a9
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questicnnaine is used in the next stepe.

fi. Definitive Questionnaire - Case Studies From literature;
The firal questichnzire is usce to analyze a nimber of S0/304
cases described in literaturs, This serves the geal of testing
znd validating the gquestionnaire.

7. Definltlva Questlonnalre — Case Studles fram practlee;
The definitive questionaire is put te use to ana yze a rumber
of real life S5/S0A cases. Ideally multiple persons involved
witk the cass are approached far filling in the questionnaire.
Thi= sheuld lead tooinsight inte the oxtent to which S0/S04
enables agilizy.

B. Caseas - Discussion; Tre oubpu: of the guestiocnnaires is
cnalyzed anc providas a start far a dizcussian of the results of
the cases, This can b2 combined with insights stemming from
the discussior on theory and che “cedbzck obtaiaed o the
inte-views.

9. DiIscusslon - Conclusion; The discissicn sheould l2ac to
=ameo insights, which @~ be presented as viazle conclusions.
Frefe-ably in the fornat short shamp soeckirg.

10. Conclusien = Recommendatlons} The conclusion can state
the obwious in general, but also a number of concreze artions
poesizle. The  latker will Be  incorperated  in the
reccmmendations.

Regearch Rabipnale

The ratianale of the research elaborates the chjectives @ med for with
wior<ing o4t the resea-ch as descibed nthe rescarcy approach. Aqgility
iz perceived as a tozic that can be adoressed by SOSS00, But haw this
can ke quantified i=s aat clearly s2ecified. The rationale of this research
is twofald:

1. Elabgrate an aglllity In relatlon te S0/504A: What i3 Agility
znd what is 5C2/5047 What notions and concepks exist a-d
Few do these relate to each other? Can such 3@ one cn one
claim bebtween 50/5028 as a facilitator of agility Becn made?
Arz there any distinctions ko be made?

2. FInd Instruments and procasses! which instruments can be
vse2d to manage {-equired] improvements i0 agility using
30/20A7 Which processes necd te bBe =sct up to marage
{recuired} improvemeants in agility using S0/5S0AY What is the
impact on the organizat cn?

The way how the warious parts contribute to thz raticnzle of this
research, is stated on t1e title page of each research part. Ths should
belp a reader to follow the ogic of the rescarch.

Razaxrch Mathods

Thi=s resesrch is set up as a case study resesrch, combining & number
of methods. Basically throe resczrch metheds arc used fer tais
research;

» Desk research - Thegory; Theory an Service Crientation,
Scryice Orented Architecture and Agility was consulzed. The
theory wss s=arched through the databases Ingenta, ACM and
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Scopus. Also weare the websites of Gartner, CEDI and W3C
cxaminzd for uscful insights ™

Part 11; Theory

Discussion on | .
Intimr;;ate Organization
Questionnaire

Part I11; Refinement of Theory and Questionnaire

Sarvica
Orientationf
Service Driented
Architectura

Interviews
Subject matter £l
experts ¥
Definitive
Questionnaire
Validation through . 1
cases from o
literatura
LY
Part IV; Research (" PartV: Wrap-up
|
Case X I o Discussion

-
e ) | [l v
?

Case Z }__J Recommendations J

S - L =

-

fhigura 1; The rozocerch logic and ordor of roscarch stops for BRis
thomis)

" In an Article of Schwartz and Russo, Ingenta and ACM rankod as Hhe bost fwo datrabascs for
the IS ficld [Schwoariz, GOE-110, The Scepus database was salected on advice of Ehe
supchvising profosor of this wzoaichy Jos van Hillcgorsborg. Fer mornc informabion on Hhe
conziderations see appendic b of e Research Design Papar wil 3.

Thesis; Agility through 53 /50A - 22 - Hafa var Ravenswaay Claassn



£, |
&

CORDYS Untvarsty of Tent

*  Interviews - Subject matter experts; The interviews were
of an explaratory unstructured type. Subject mztter experts of
the largest Business IT consultancy firms in the Methzrlands
bave been apprazched. The theery found was werificd, end the
initial varsions of a research tool for the case studies, in the
farm of a3 questionnaire, have been tested. Far maore details o0
the rescarch aparoach fer the interviews seo paragraph &.1.

» Casas — From lliterature and practlee; From  theary
gncountered a number of desoribed cases were enco.ntered,
one of these has bean analyzed with the dewveloped ressarca
toal. Real life cases were approached through centacts within
Cordys, or contacts fron interviewees or threugh other direct
zpp-oaches. For this relevant pecple involved were asked to fill
in the questionaaire.

Daraflad Strpckyure Thesis

Hav ng detailed the steps equred accorcing bto the researck logic the
structure of the thesis needs te bz explained. In chapter 1 it was
zlready explained that the thesis is divided in sx parts, ezch
subdivided into seperate chapte-= [appendices not included].

The chaszters describe parts of the answers to the {sub ) research
guestions, ~or ths it is important to realize whick resezrch nethod is
L32d for answoerirg tha (sub hrescarch questions. An owerview of used
research metheds and relevant chapters per [sub lresearch question is
provided in figure 2. Each <hapter will be finisked of with a paragraph
detaiing a sub conclusion. Thiz will summarize -he discussed topic
briefly as well as expressing saome personal consideration an bhe topiz,

Methods Chaptlers

=
=
.. g
= =
¥ 5
= Bl o
2] = ] &) o o
5| 2 ml & 5] g
'E = m + =l =1 2
< &l 2| £ &l Bl =| Bl 7
" sl 2 &l | 2| o 2| 2] &
Fo = &l gl 5| 2| E| ] 4] &

= .2 o] E| = [ El =]l 5| &
P = ol &2 B] =] =] 3 £ &
|l | © _u:? o =B =] B ow] o] o o
Y T ] O] M| & | - . . .
= 2| = . . : : . ] 2] —] o
—| E| o o) =] ol @bl el =] —] —

1 Whaf ia[oes morenbly Binocer fhusiness]
cgilivy ot largs Roancial ocrganiqations?

Whair ic Servics Onantation (500 and what
ic Serwine Orirnred Avmhsrachive (50407

3 Wen agqiby 0as CAN Ge DRSgen i Lsng
SO7504 in nrganizabions?

L [=LEn < INTET L LT [EE [
arganizakian winen  LEmg o S005%324 0
zildrass Agiihy gaps?.

CRigoen 20 The research questions, with the resooreh mothnags usod to
find an answor and the chapltors whoro answors anc foomelatod.
Serviee Dvicntotion, Soxvice Ovionted Archifociuee, agility aaps and
fmplications  for  orgenEabions  vwore the e bYwomos for oo
e wiomes. )

Also included in figure 2 is the —onc usien, which will draw or reseaich
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results generated by all research methods. Here the discussion will be
finished off and arswe-s will be fermulated as far as passible resulting
in recarnmendations.

2.5 Research Analysis Strategy

The analysis strategy will discuss the data types and analysis approsch
of this rescarch, attenticn will be given ta the type of data requirad
gnd the methods necessary te obtain these data types. Following on
this reliabil ty © and walid ty!? of the rasearch ars discussad.

Data types

Four dazz twpes with specific measurement charactaristics * axist;
rominal, ardinal, interval and ratio.

Hewewer, the division between qualitative and quantitative data and
znalysis is also coften made. The latter is abeut exact numbers, whilz2
qua itative is more abaut notions and perceptions.

Determining the dsta type is relevent for selecting the ozerations
which can be applied ta the collected data. Alzo it detenmines the
conclusions whizh can be drawn. This is impaortant ze determine the
zmoaunt of generalization possible in the Sinal aqalysis.

Berause it is an ewplarative research the data will be of 8 mare
gualitative nature, it will be therefore difficult to obtair exact data. Far
this teals are required, but often these teels will rely on athe- homa as”
opinions toa, The focus will be more on relations than on values.

Juantitat we data is in general nat raliable because af the small sample
of an urknown total pepulation. IFf quantitative cate is used it will be
tried to target specific individuals and get as much response of these
peosle as possible.

Arnalysis Approach

Az fgqurs 2 already briefly stated, the research questions w il b2
fpartly] addres=ed by the theory. This will be drawn fram literaturz
znd a number of =elective interviews, resulting in a
frameoweork/questionraire.

The aralysis approach cescribes bow the concepts, data and results of
the research are snalyzed. Thess can be obbtained from literature,
interviews and questiannaires. Tais sub paragraph krie’ly details how
each of trese scurces is appreached from an analysis 2oint of vizw:

« Llterature; the analysces of the literature i= carded odt on
concepks relevant ko Agiity, Service Crisntation and Service

i Refiahility s porocived as B extont o which g mooswromon!t supelicos consistenr rosulta
[Cooper, p236/)

Y Waliging is the cwtoni fgowhich @ fost oogsuees what we wish fo mogsure [Cooper. p2377
Haowcowor, many porcoptions on validity cxist.

Y Mainal datar classifisation Bub a0 ardor, distance oF oFgin, Ordinal data; classification and
ohdar, bt na distanco or viviguo origin, Intoreal dztz; classificabian, ardor gnd disfanoo, Dol e
uique arlgin and finally ratic data; claszificalion, ordor and distancc and o wigue origin
fCnoper, 2237
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Criented Architecture. The analbysis of the | terature is based
on cambining and reflecting en the var cus insights.

«  Intervlews; The into-vicws arc used to walidate the findings
frem  iterature. The inkerviews will b= perfonmed with
operzkional guestions drawn from the desc-ibec theories,
gsked in an unstractared way. DEta will be in the farm of
transcripts fromm the interviews, which wil be provided
scparately. Thesz will be ceded and analyzed by mecans of a
database ”, with the terms of analyses being the rotions a-d
concepts as described in literatu-e.

= Questionnaires; Ths guesiicnraire results in on line dsta
stared in excel files. For this research checkboxes, resulting in
reminal data, far inclusion of exclusion can be uscd. Anather
=ource can bz Likers scales, resdlting in ording o interval
data. These are anly uscful when it is sure zn opinien is
possible”™ om a guastion.

The questionndire wil result in general data and data specfic
to ane arganizaticn; those have to be dealt with scparately.
Gene-al data will be analyzed tegether, using graphs. Analyses
of gquantitative casc specific data will be done through charts
comparing the resdlks within a single case ard across cases.

Refiability and Validiby

The relation between reliaki ity and the various types of walidity is
depicted in 3.

"The Real Warld”

Raliahilily

Conctruct
Yalid ity

Internal

HgagEure |
Walidily

1

v
""Research Stidy ™

fhgura 3; The rolaiion bofwoon roliability and wvaridos forms of
viiiediny)

If 3 measure repzatedly produces -he same outcome, withir a cartain
range, regardless of the rreasurer, it is deemed reliable. The waricus
farms of walid t',.-"‘f1 arg) coenstruck, intemal and ewternal  wa idity.
Ultimatkely a resea~ch sheuld sccourt for it's reliability and validiby.

“F The Arcess databasc “Inrorviow streamiinee™ of the Univorsity of Erasmus, fotfordam.

4 Lep Conpor for an ovorvicw of rabing soafos ard the associatod rosoiting data Fypos
[Cnoper, p252 2687

T Construct validity is about “the abilify of moasurcs fo accorafoly rofloot Hhie undesiving
components, Intornal vanidity rogards alfomabive axplanalons for the rosplfs, whiin oxfornal
validify iz atrous the ahility fo goncoralize o rosalts o obhor sifuafions ™ [ Mooy, stide 31
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University of Twante

Below the concezts of validity and relizkility are listed and how tiese
gre appled in this research. Alse an indication is given of the affect an
the research by denecting a "+" or " ™, although tFese have nz walue
£gainst cach other. & positive result en enc issue docos ot cross aot a
regative result on ancther issue, and wice wversa.

This thzsis addresses reliability, constract, internal aad external
validity in the following ways;

Reliability <+

Construct 4+

Valldity

+
Internal +
Validity
External -+
Validity

-+

By besirg the framewnrk Ly existing
mMesEsuremeats and concepts the -eliakbility of the
ctudy incroases.

Througk deducting coostructs from existing theory
construct validity should be increased.

Usirg multiple repetit ens  fmultiple theoretical
cases, multiple inte-views and multiple dedicated
case stadies) should improve construct validizy.

Increased by ciscussing the theary found and
campased framewaors with subject matte- s expeIts
in intarviews.

Use aof multiple sources; combining the use of
warious theoretical cases with dedicated case
studies sheuld increasec extornal wva idity.

Tke -atal populaticn af subject matter experts is
net known up frent, prabzkly not aftorwards ko
Tre apinian of the cxperts therefore decs not need
ko reflect the cpinion of the total population,

Verifying thecretical results, from the application of
the framewark to tacorctical cases, by compacing
thase with results of cedicated case =tudies
improves external validity.

Tre usc of cwisting thoorctical cases preserts the
problam that the argiral goal far which these cases
wiere writton, as well 3as the conditions applyirg,
may differ of thiz research, it are secondary daka.

Existing thecretical cases can be biased, depending
on their sounce. This can be an argument ses priar
point koa
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Part II - Theory

"Soliove those whe are seeling e trush; doubr those who find ir "

- Andra Glde —

Rasaarch Ratipnale Part IT

This part will centribute ko the research by;
»  5tating the difference between agility and Flewibility
v Explair wvariadas types and examples cf aqilicy.

v Ewxpand on Sziwvice Oricntat en and Service Oriented Architectare anc relatad
concepts.

v Discussing how arganizations deal with Aqgility, Serwice Orientation and Service
Criented Architecure

o Censtruct ng an {intermediary) framewarkfquesticrna ne for use at business
LH =%,

< According Fo wisgomgquotos, com
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3. Agility

This chamier axplains the concept of agiity; a definition Js formed, 300 the major aspects af
agitity arc shossod. Alse o fsok = fakon af row agility nright bo measwod, Aading o Enis
change factars roguiving aaility In farge Brandal orgamizotions are discussed, these are caliod
ity gaps and are usad furtnet in B0s resaarch.

3.1 Agility versus Flexibility

aAcility is newadays a buzzward applied in many different contewts. The
differance between agility and fexibility s not alweys clear. Basiczlly
gqgility is cnly about being able to mave quic<ly and casiky. Flexibility is
zbout being abls tow change or being changed and the responding
capability to different circumstances® . Flexibility ad agility are often
stated as desired capatilities of business [processes).

Tog often these terms are ntermingled, leading ta confusior. Agility,
gmang ethers, has been described in the context of warfare,
{softwdrey development methods and argan Zations, Flexibility  is
cpplicd te the same concepts and also, among others, to business at
large, processes and i te manufacturing context. Cne way or
znother: overlas owisks.

For example, Cherbakow states thst on dema-nd businesses, a
psaudoym often used by IBM far agile businesses is "aquivalent t=
total business flexibility™*. But in his article flexikility is not specified
further, D"Souza idzntifed in 3 manufacturing context  sawan
dimersions of flexibilitg<=,

Far the scape of this rescarca it is sufficient te take note of the
specificaticn af flexizilizy inte mare precise dimensions faocusing aq
processes, Does agility also consist of variods axis? This will be
gddressed inthe next paragrazh.

Costerqout et al. percsive various levels of flexibility ard regard agility
g5 anything beyond normal flexibility required in processes™. In this
perception agility is some degroe of flexibility, with the latter being
gbout normal fluctuations in processes and organizations. Agility is
then about the abewe nornal changes, which in gencral can ot be
facilitated by standa-d means but require adaptations af the owisting
structures and mreans.

3.2 Arriving at a definition of agility

In the =cicnt fic and busine=s community @ debate i= still going on, on
Fow ta defne agility and bring it into practice. In CI0 magazine the
buzz around agility was broaght back to seme majer questions;

"Today’'s fust for agiity Js symptomaltic of the deegper Jssuc: Wha s
teally responsfle for rospansivonnss? The poopie who Mead" or the

T Arearding to the Duford English Dictionary, on "agile ™ ang “fowibic® [Oxford]

“An examplo of the Hght conncction/corfusion bobtwoor agifify and Foxibility | Cherbakow,
phabay

“ The Raxibility dimonsions acoording to D'Souas are volomn | matorials | mix | mogification ,
changaover and rerouting Rexibility and cn tog of i Mexdbilite responsiveonss [DSaurg, pai7e
Lray

N e Destorhact of 3. [Oostorkout, 21347 alse soc tho next paragraph on & cofimibion on
fhusiness) agiiity
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peobie whe do the real work of the enterprise? Jo agifity o cuphomism
for roconfralization or b= 08 an Aonest Bid b give more poopdo mote
pomvor fo agdapt thoit software aid sisioms o roalite? <

Fincing answers prebazly depends mors on identi®yving points of wiew
taken towards agility, instead of finding a =ingle simple buth, How
many truths are cut there?

Tvpes of Aglifty

Acding to the warious perspectives is thak, in ling with the wvarious
types of flewibility, warious twpes of agility can ke perceived.
Sambamurkhy already used @ rough typology of agility, resulting in
customer, pa‘tnering and operational acility’®. Howewer,  their
defiqitions of agility types focus anly en “exploratien ef innowvat on
oppeortunitics”. Ag lity is about mo-c than that.

€10 .com stated threc questions relating to types of agility™:

v Whers on the va uwe net do I want to be zgiler On the supply
or derrand side, o intemally?

o Inowhat types of exchangsa do [want to be agile? B2B ar B2C7?
»  Dolwantta ke agile with praoducts ar ma -kets?

Eetween these is some overlap, but these could be translated into four
poesizle ¢ assifications aof agility:  Praduct, Market, Process and
Metweork [Fartners and Castomersh. dowever, more formma of agiliky
cadld be definad.

*  Product Agility; The atiliby to =asiy change betwaen various
products te ad -os= changing necds.

»  Process Agility; "te abiity o easily adapt the inkernal
processes bo adress changing € roumstances

»  Market Agllity; Thc ability to easily enter and change
Imerkets.

»  MNetwork Agility; The abilizy to easily coordinate and
cooperate with warious partners, rancing fram suppliers bo
rustamers.

Parspactives on Aglifty

Fram the mil tary po-spective the wardocus networks are stressed as an
enable- of agility, rrare specfically the [flexible) intzractions betweat
the command ard central structures of these netwarks™. The larger

A AlRough the condusion of the article "the strugglic fo defing sgilife®, by Michaol Schrago, is
atready from aame time o, i sHT poses some rolovont Qucstions o be answorod i the
dobatc on agiiity [ Schrago)

M Customar agility (s abou the ghility fo "o opt customers in cxploration of inngvakion®,
patinering agilies is the abiity "o loverago asscls ona competoncios of supelices, dizteitriores,
cornfract manofacturors and fogistic provideors in the cxpioration of Innovation epporfonitics,
while gperaifonal agiity b “the ol b accormgish spocd and  oost ccenomy o the
cxplforation of innovakion epporiunitics | Sarmbamuthy, p246)

F o mhe JT infrastructive for an agile enterprise [C10.com]

W Dagplc arc mcmbors ef diffcront nckworks, semcotimes  functiening within formal
crganizations with cloear commana and contfrol, Tho infcraction hobwoon Fhoso notyorks and
e command and conte inflience an organzation’s agifity (Afkinsan, g2, pi53-106)
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the warig?y of actions ta & cantrol system, te mors agile such a
E'}l'EtEr'I'I brocemics.

Other saurces! define agiity or wo issues, first toe abilioy to scnse
{environnentall changes and s=cond the ability to read to toese
changes. Gartner later added preductivity and fAexibility to these two™,
=2 an agile arganizstion is perceived by Gartne- as enc that lewvcrages
beth intemal as well as external sou-ced resou-ces. [The latter is an
interesting perspective ir the light of t1e Jutsoursing .

Similar but slightly differe-kly worded definitions exist, | ke the ane of
allen who defines agility as "the ability to act quickly and with
eccnomy of effort i accurate respoose te charge and also inikiate
change far business advantage™™.

Zasterhout regards agility 3s a form of fexizility, with fAewibility
existing in three levels; operational, structural and strategic
flexikility™. This iz incarperated in their defiriticn; "Busincss agility is
boing abic to swiftly ohango Businossos ano busingss  procossos
hoyand e rormal Jopeerational)  fowed of fewibifity fo offoctively
manage phpredictzhie cxtornad and intornal changs®

Definftiat of Agiffty

The definit on of Costerhout is more precise on the type of Aexibility
required and encampasses the sensing and reacting <apabilities too. It
zlsc takes intermal az well as exkternal changes into consideratian. "hea
explicit link made bebaween flexibilioy and dqgility makes the dafiniticen of
Zasterhout o7 al. mare eligible than it's rivals.

Cnly twe noticns are missing. Sne is that change of “business aad
business processes” can cncampass the use of externzl resou-ces tao,
beside inte-nal anes The second is the sensing capzhil by, besices the
reacting capability (which is well described by Costerbcut). Many
zources agrec of that agility in some scnsc is abeout the akilicy to
react™'.

Thi= needs tc be added, |=ading to the following definition;

"Business agility s the ability fo sorse infemal angd oxboetal changes,
25 well as hing alfe fo sedihy adopling, woroaction foo soosod
changos, businosscs and  businoss  processoas  boyoid the ronmal
foporational) fovel of fexibiity, offoctively Using intornal and oxtornal
rosources, o offockivoly manage unprodiclablc oxtorral and infornal
changns”

¥ Among ofhors Gaitror, for cxampic Anbreso JAmbrose, p3 4), and Ovorky [Ovorby, p121 ).
 Agility cnablors according fo Gariner [Plummer, 9107

B AlsR dofining agilify, it Iz porccived 35 Monc of Erc main aspocts of Scrdoe Drentation
fAtlen, nTHF]L

' Dperational freactive mgiines on familiae changes, possiale within cxisting structures and
goals of anr arganization ), structural fthe capacity of meanagoment te adeapt and conununicsic
% doctainn, as weoll 25 the spood of this, within Phe aivon strucrues) and sbratogie foxiiuhty
foeapacify of managornont fo roact fo unstrucivrod non ronbing onfaniiar changos wiich have
far ragoning consegiences and nead guick rosponge). These lowvels are fakon from Velvorda
[Qostorhant, pl 34§

* Spe again ameong othors Gartnor, for cxample Armprose [Ambroso, p3-4f, and Ovorby
fvorfy, ni21 )

W
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3.3 How toc Measure Agility

Measaring agility iz difficalt and depencs on what is regarded as
g£gil tw. Howewer, to cancretize an the abstract netions of agility is
often regarded as difficult and the notions of agil ty and flexibi ity are
Ls2d together.

Overby's Framewark

Cwerby atzoempted te spedify agility, by creating a fremework basad on
the possible combinations o° an organizaticn’s sensing and -esponding
capability. This framowerk dentifies feur quadrarts, with combinatians
betwesn high and low capabilities of =ensing and responding, ses
figure 4.

Whan both an the sensing as well as on the esponding aspects high
=cores are achicved {(calculazed using twe formula’s) an erganization is
regarded agile, accordiag to Cwerby. This is greuped as quartsr 1 in
Swerby's framework ™.

LA™ guageantnl LE 20 | LE M Quadrantl LE A

Sensing Responding Sansng Hespending

Feaponding capability

Lowr sering capatily / High respanding
capatifiy

Stylized Firm Profie: Flexible strategic and
aperaling capabiliies pemil the firm
rapidly retacl exisiing products, changa
preduction volumes, cushomize sardce

afferings. sbe. Howaver, fe frm misses
amanging oppanunilies because i is unable
1o zense nelevant ervdrermental change.

High sansing capabifty / High respending
capabity
Shdized Fimm Profils: Wal-devalopad

capabililies in RED, IT, gevernment

relations, markel intelligence, alc. alos

the firm ke detect ervironmental change
cawsad by new tachnologias, legal

regulakary change. shc. Strong sirakagc

and operaling capabiities allow the Timm

o geize apporiunilies in a limsly mannsr.

LA ™y OuadmntlV LA My

LT 2 n Cueadrant i Lf ™H

Sansing Responding
Loaw sensing capsbiiy / Low responing
capabiity

Shylized Firm Prafila: Tha firm lacks both
the ability 1o sanse relean ervdironmantal
change and the abiity to respond toit

readily.

Sansing Aesponding
High sarnsinng capabilly 7 Lo responding
capahifly

Stylized Firm Profik: Well-developed
sansing capabilities allow the firm 1o
detact environmantal changs and idantify
sMerEng cpporunities. Howaver, the

firm i unaile o espond 1o heas
opportunities becatise it canmol adjust
stratagy, recanfigura production, mobilize
1ha apprapriata rasnUces, Gic

Sensing capability

(Fgure 4 theorlys Rramowoet of combinchions of sonsing and

rosponding capabj,f_.'ﬁﬂisj_

Conslderations on Overby's Framework

However the calculation of Cwerby is arbitrary because the score is

*"'_ Chearlay on his onforpriso agiity Frarowork | Owvorky, p126-1297,
¥ This figure shows 3 novmbor of charectonstos of prgarizations in cach guaarant [Ovorby,

P23y
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inflenced by tye alignment of 3biities. Classifying the alignrient
wrangly will affect the ag lity score serious y. Thereby the calculations
of Oweorby are not bkased on reck solid numzers, but estimates of
“expotrts®.

The framework of Overby prevides some understanding of how to
measure agility. The framowark of Cwerby is probably theaoretics |y
sound [encampassing the sensing and reacting capabilitiss), but
difficult {if nat mpossible) to apply in practice. But it is unclzar ar it
cnoamzasses the whole truth because it works with scores. Thesa
scores arg subjective and it is not clear o these shou d be based an
currcacy, time, volumre of other aspects. Most likely all aspects can be
cppicab o depencing an the spedific forus on an issuz of agility.

Fmpllcations for the formed daffnltion

E=zantially agility cames dewn ko hay ng the means and capabilities at
Fand to react an the infermation available, ro more, no less. In the
words of Owerby "Naoa aligned firms may sense a breadth of
opportunitics taat they cannot respend ta or hewe  responding
capabilities that do not app v to the cpportunit &= they sense”.

The defintiaq farmed in paragraph 3.2 is “egarded mare complets,
because it owplains the difference between agility aad flexibilicy as well
gz that it szlso ircorporates the sens=ing a-d reacting cepabilit es
described by Cwerby. Howcower, the same drawbacks apply for the
definiticn of -his thesis; measuring capaktilities remains subjective.

3.4 How to Implement Agility

Implementing agility regui-es real time asscssmeont aof a company's
processes, because ane needs to know where, when and what kind af
change is reguired. Constant measuremert, anc corsecutive actions,
is often regarced “oo as part of Business Process Managoment
{BEPM)E

Garmner rescarch, on how to achicwe agility, proposes an agility cycle
Ca7sisting of five phases™™;

*  Sanse; Jrgarizations must became aware of changes in the
busingss environment, which might require changes in the
organization’s strategy.

»  Strategize; If charges are detected, resporsive courses of
gction noed o ke icentified, formulated ik the form cf
=congrios. These scenarios shoud keep an organizatian's
ghil tizs in mird, and address the reguired courses of action.

»  Decide; Cnce stenaries have bean developsd an crganization
reeds to commit to scenarios chosen.

»  Communlcate; If (a sct of) scenario(s are) is chesen, it needs

te be communicated te al invalved parties. Especially the
fexpected) role of the invaleed partizs in the agility cyde.

# "Businees fMocoss Managemeone (BRI s Aoid of knowlcdge af the infrrsaction botwoon
Manzgomeont ana Infarmation fcehnology, oncompassing mcthods, tochriquos and bools to
desin,  enact, wontrol, and  anafyZe opetational DLsNess processes  Inoieing R oans,
crgenizations, applicsfions, doecumonts and othor sowces of infarmation ™ | Aal=t),

¥ The stops of Bre agifity ovcle are deoscribed Jn Bhe articlc "Ackiowing agifity, fhe view
throdgh & conceptisl famenors™ Femmear, Ba-6]
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« Art; This phase is all abour the respoading capabilities of an
organizat en. The plan, sct Cp and communicated with all
involved parts of the arganization, needs to be brought inte
gction. Gartner zdvices a cyclic appraach addressing specific
projects, insteac of l[arge {waterfall like) prejocts.

Gartner situated these phases inoa cycle to kesp an arganization
fooused on the ultimate goa ; achiaving agility in 3 cantinuows process,
By mairtaining an agility oycle it is prewvented a1 orgen zation szarts
facusing an too specific details, while losirg =ight of the grand p an.

Accarding to Sartnar, organizations can hewve different capab lities in
each part of the agility cycle depending con the size, type and means of
an organization.

Hewewer, or th s cycle is really new is doubtakle. Deming was already
one of the first ores o propose an iterative coycls, fooused at
imprawing the cuality; the well known plan do cheek act cycle, a.k.a.
Deming's cyce’. Gartner's modsl seems= to be a derivation of this
classic.

Especially the itcrative aspect of the proposed asscssment is valuable,
regardless of the exact stages used. Combining toe agility cycle
propesad by Gartner {ar any ather derivation of Deming's oycle) with
the messuring frameworle of Overby, may provide a conceptualization
of @ pracess ef hoew Agility can ke achizved within an arganization.

3.5 Agility Priorities

Various forces ace driving the need for agility. According bt Gartner
these forces can be divided into econoinic | business |, organizatianal ,
IT and wark forces,

Accarding te a research, conductec by “the Economist™ a-nd "Cap
Gemiai® areng executives worldwide, the focus within IT has to shift.
Within the coming years agility related issues are regarced as a high
Eriority among executives.

Another conclusicn of this research is the groewing sxpectation abaut
the role of IT ko be played in the (near) future. Vihile zhe traditional
cwpectations remain (providing automation against low costs), the {to
bed expected support of IT for revenus genzrating activities
increases*. These conclusions arc agroed on by another study of
Kruidhof?*.

Sece figure & for an awverview of the responses of owecodtives an their
priontizs when allocating their IT budget within the near futurs. This
research howewver, provides no indication of what issuss currently
kinder agilizy within ercanizations.

I arigingtnd in the 10205 with tho eminent skatiztios cxport M Wiilor A0 Showhart, who introdunod
e coniecpt of BLAN O andd SEE. This was lafer aloficeaiod By Doeerdng into e PLAM DX THETK AT
oych, Fhis has formod B basis i many vavizbions [Wikinodis)

2 Borons driving ocganizarional agility, gocording to Gartner fAmbross, pd]

o whila C lovel rospordonts skross Bho impertance of ITs rovonoe gonoration i, difving
down gprerational cosrs roergin AF or aoor tha tog of thalr izt when 7t comes fo idgeting
pracdtios” | Borze, ps).

% Qoo the proscniation of Kruidhef for Cordys, bascd on the Eurspean CI0 sprvey of Cap
Govnind [Evuiadhef, slide 5 &)
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When making decisions on allocating IT budget over the next
three years, IT support for which of the following business
objectives will have the highest priority?

(% respondents)

Improving the use of knowledge throughout the company
49

Driving down operational costs

&7

Responding quickly to market changes
35

Accelerating introduction of new products/ services
34

Increasing spend from existing customers
I 2 6
Expanding/deepening interaction with partners
I 25

Expanding into new geographic markets

. pn
Executing on new business models
I 2 2
Improving supply chain efficiency

21
Other
N

Chguaen B Quickor pesponsos oo mackot changes, @i impoctant aspect
of agifity, s regarded the 3™ most important prority for exectitives
wotkdwido, whon atlocating 1T budgar®)

3.6 Agility Gaps

aAcility gaps arc defined by Qosterhaut ot al. =3 the cifferance betweean
the reguired ard the currenk business agility. These gaps occur due to
change fectaers requiring agility (the need far swift chenge), combined
with the inability bo address these neecs withir time®*".

Figure & provides an owverview of the tep 1= agility gaps in the Gatch
finaacial sezta-, resulting from a resesnch conducred by Hillegersberg.
The resezrch o Oasterhout resulted in an owerview of zglizy geps
coross four sectars, namely: Finance, Mobile telecom, Leqistics and
Itilities, Hillegersberg focused on the financial sactor alone.

The gaps hawe wery different origins, some gaps deal with agility
regarding suppliers, others regarding customers or inzernal aglizy.
Alse wariations  exist  between market and  product oagility. Al
viewpnints are represented in the agilizy gaps.

Impartant to redl ze is tha: these gaps can change continueusly. This
means that mza=u-ement shaould take place regularly. Based oq the
gnalysis actions need to be started continuawsly, if the reed bo address
£ now agility gap arises. This is the casscnce of Busiress MPracess

™ The figure is faken from a repcri of the Econormist, researching the changing role of IT in
the business | Bovzo, pd and pl3)

® Agility gaps arisc duc Fo unoxpocked intornal and cxfornal changes, reguiring funcamontal
adanfalions | Dostorhouf, pi35)
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Management, The aqility cvce proposed by GSartner, combinad with
the frarrewore of Cwerby might provide instruments for this.

Very Small - Agility Gap Ratio - Very Large
Growing demand for financial transparency and accountability
(Basel-2, TAS}. ..o 66%
A trend towards outsourcing of IT personnel..............0 B64%
A rrend towards outsourcing of IT related systems and || 589
Meed for multi-channel any time any place access to products & ] (59%
SEIVIOES. L eiaisiiiai e e aiais s iianians s | |
Emerging price war (market focused on price} / Shrinking | 54p5
TATEIILS 4o eeeeea ettt e et aaia et b arbaabaa i e s e b e | |
Escalating IT costs of systems maintenance & support.... | |
Increasing introduction of new substitute products or | 545
SETVIDEE. .. uiiia e et e e e | |
] 53%
Need for (more) online distribution channels............ | |
] 53%
New regulation on European level..............oooee.. | |
Dropping levels of sales from new products and | 52%
SEIVIORS. 1ot iiait e asaiss i e arians i s i s e e | |
N p - ) . ] 52
Migration from ERP Legacy oriented architecture to Service
Oriented Architecture. ... | | | 529
Mew regulation on National level... ... | |
. . 52%
Meed to decrease delivery HIME.......ooooiiiiiiniinien | | |
. . . | 529%
Meed for lower priced products and or services............ | |
) B | 50%
Shortening of product lifecyele....ooon I I
0% 20% 40% 60% 80% 100%

fFigurc & Ere top 35 agility gaps For the financial sockor, acoording to
e rescarch of van Hilfegershorg THlegeesberg]. Te the rescarch of
Qastorkaot a combinod Eop 15 of agility gans for the {modilc) Folocoms,
logisic, utiity and Anancial soctor is prosonkoed)

3.7 Propositions on Agility types

The agility caps can be =orted an the type of agility reguired for
salving these gaps. The use of this s to arfve at insight what type of
ggilty can actually be adcressed by 50/30A, instead of stating
common places like "=04 helps vour 2rganization become agile”.

Recalling the types of agility these can be used to assess which ones
gre cnablers for addressing zgil ty gaps. “he definitions can be
sumimznzed For product agility as being abouk =asily dhanging betwes-
products and scrvices ta changing necds, while process agility is about
easily sdapting the {intermall p-ocess ko changing Ci-cumstances,
retwork agility i= about facilitating coordindtion and cooporation with
partnare and marke: agility about ezsily enterirg and changing
markets.

It will 20 @sked ta peop e invelved in business cascs, to indicate wh ch
types of acility are enakblers for adoressing each agility gap. This will
ke asscssced using 3 quastionaaire; the expected results are stated as
g form of propositions.

Thesis; Agility through
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The following table indicates wnich typas of ggility arc expected to be
required for addressing the aqility gaps mertioned in the prer

paragraph.
EE z E
==
et =
e o = 2
1 Growing Demand for Financial Transparancy and Accountability (Basel-2, TAS) X
2 A trend towards outsourcing of IT personnel X X
3 A trend towards outsourcing of IT related systems and processes X
4 MNeed for multi-channel any time any place access to products & services X X
5 Emerging price war (market focused on price) / Shrinking margins 4 4
6 Escalating IT costs of systerms maintenance & support X X
7 Increasing introduction of new substitute products or services 4
8 MNeed for more (onling) distribution channels X | X
9 Mew regulation on European lewvel X
10 Dropping levels of sales from new products and services X x
11 Migration from ERP legacy-oriented architecture to S04
12 RNew regulation on national lewvel x
13 Need to decrease delivery time b4 X
14 Need for lower priced products and or services x x
15 Shortening of product lifecycle

The propgsitions above can be cormrpared with the actual cutcemes of
the final questichnairs.

3.8 Summary and Sub Conclusion cn Agility

This chapter =laborated the diferenze bebtwsen flexibility and agility,
Flexibility is being defined as the ability to deal with normal
fluczuations, witkin cxisting structures. While agility is being defited as
extreme flexizilicy, requiring structural changes which can implicate
changes aof strategy too.

Frarm a theerstical stance agility is regarced as having bwo axis; ability
to sensc and ability ta react. Cwerby created a framewark on tais
principle. Howeower correct, measuring agility is difficult and quickly
becomes arbitrary. However, due to the lack of any better option for
measuring agility the notion of sensirg anc rezEcting capeb lities is
Lsaful, This has been incorpo-ated in the followine definition of
{business]) agility;

"Businoss agility is Phe ability fo sonso infornal and cxtornal ohangos,
a5 Wwall a5 belng able to spaAfty adapting, i reaction o socoscd
changes, busiicsses and esiness procosses Boyond  the macmal
foparational) fevel of fewibiity, affectively using informal ang oxtornal
tesnleens, o offectively mamage wmprodickaBble oxtoenal and Infoenal
changos®,

Howewer, thare s more dzatail to agility then sensitg &nd reacting
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capabilities alone. Attemp.s to class fy agility can be helpful, enly are
=uch classifications not necessarly mutuzlly cxcl asive. Mossible farms
of sach classificat ons of agility might be process, product, >rocess 2nd
network.

Variations of Deming's cycle are proposed to arrive at a continuous
gssessmrent of issues requiring aqility and defining appropriate oztions.
Garner dewvised a five szage circle to analyze and achieve agility in 3
cantinuous process, The stages are; sensing, strateqgizing, dediding,
cammunicatiag  and  acting. Howewer, this is anly onc  pessible
interpretation of Deming’s circ e.

Especially the iterat ve aspect of the analysis is useful, due to the
continuewsky changing order of agility issues and prorities between
thesa issLes, Combining oyclic assessmants with the notion of sgil oy
bEeing dependent on sensing and reacting capabilities, can result inoa
first cancept to address the need for adility. & classification of agilicy
might be vseful te arrive at mare prodisc specifications of requirad
Ectinns.

ZLrrent rescarch an agility inoan 1T context shows various lists. The
resed fo- improved sensing ard reaczing cazabilities, put in varicous
wordings, is expressed again and again.
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4. Service Orientation and 5Service Oriented
Architecture

This chapher describes Hoe vadous osicophs about and rolzbed to Sorvice Dricnfation and
Sorvice Qriented Architocture. Tnstoad of acfining one siogle fouith i s aftompebed e oozwpdain
the ralafion bobwoon concopts ane thoorios around,

For this soMe thooroiical concoprs about 80 and 804 are disorssed. Also rolabnd coneopts as
architcctins, Business Procoss Maragomonk, Granwiaeity, Matorfy 2nd ovomance ano
disctssod in variaus grade of detail

4.1 Service Orientation versus Service Qriented
Architecture

& tower of Babel occurs when different languages are spoken, of the
same word is perceived with multiple mean ngs. When dealing with
Saervice Crizntation and Service Oriertaed Architecture, we encouaber
the wery same situation as in the days of Babel.

30 and SOA arc tweo intertwincd concepts. Cften the term S04 s
overdsaced with varying interpretations. Service Criented Architecture
bas beocome 3 term which has steadily been allacated with ever more
‘*neaning’.

Fram = sct of {tcchnicaly architzctural princizles™, it has been decmed
& design approach™, 3 product aczording to varcus vendors®, &
strategy’. a business I7 alignment app-oach™ ar cven a paradigm”,

Scryice Oricntation is proposcd as a cocardinating paradigm. Strikingly
encugh no explicit definition of Service Crientation 5 a paradigm has
Eean encounzered in the literature. Often Service Orientaticn ard 504
zre mixed up. One of the reasans is the grewing hype araund this tenn
gnd the many cammers al iatercsts trying te join in with  their
interpretaticn of the hype.

In the wview of Erl and Allen S50A& is clearly distinct from Serwica
Cricntation, in the sense it is maore abcut technelogy. Service
Crientztion is regarded by themn as a paradigm, focused at obizining
gnd croating a better alignment between IS and the business
processes and structure of an enterprise™.

Duz to the coofusion and ewerlap between 50 ard S04 this thesis is

W Amerg othors, according o Fostor | Fostor, p30) and B | Erl, p54), semctmes troabed as
cqiial to Enteris Axchitocture [Binomborg, p2 o],

* Aocording ke Gartror Rosoarch of Matis [ alis, p2)

HE Qracle, IBM, otc,

* According ¥o Infosys viewpoint marck 2006 | Javashctfy, p3)

T Avenrding fo Allen fARon, p3]

" Arcotding fo Biohorsroln fBichorstein, pa0 1] or Fae DASTS 504 Reforonce Mada! [WWikipodia,
OALIL), Soo gisn Bhie Zop think srliclo a5 an oxample B0 so0 inw Che forms S04 angd Sorvios
Orichtation got ived o f8lacmberg, 4] of the roport on S04 af the Gurlor groupn [Buefoe
pi1f

T EW an popuiar misconcoptions arcung S04 [EH, pE4], Cariner mscarch of Goonveso on He
borcfits of 504 | Gonavoso, p2y

U fcoerding fo Bri, inoan intorview wilth scarchwopsonvicos.com, pobiishod on toohfargot
[ Tacriargoly
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rot gairg to defire the ultimate truth g9 what Service Crieatation is
gnd what Service DrAented Arch tecture is. [nstead it is sttempted to
shed some light on 8 number af conczprs and theores amound and
trere relations.

4.2 Service Orientation

Crerbakoy perceives Service Sricntaticn as one aspect of ackicving aa
on demnand business, the other important enablsr mentioned is
conponentization®™. Unclear from this ist is if these snablers are
comprehensive according te Cherbakey., Alsc deoes Cherbalkeoy not
cwplicitly define Serviec Orizntation. It is only one cxanplc of usiag
Service Orentation a= a loose tenm. Thersfore crafting a definition
might be helpil.

Allen i= ene author wha uses che nation ef Servce Crientation,
zpplving it iz a paradigm. Interesting iz that he iz one aof the few who
becomes maore autspoken when talking about Service Orientation. Twa
issues are worthwhile ment cning here; Viewpoints and comporents cof
Service drientaticn.

Dafinfons Servica Qriantation

A5 already stated in the first paragrapk of this clapter no explicit
definition of Sery ce Crientation as a paradigm is provided in iterature.

When attempting to canstract some definiten, one could arrive on
something = milar as: "Sorwico Oriontalion iz an architecturs! dosign
patadigm  focused on fAc re oonstrection, facilitation . and
management of federated processes™,  which are ronstructod of
fnnsaly  couplod sorvices offorng roosalblc functionalities®. The
funct onalities mentionad can be cktained fron intemal and external
SUOLMCES.

< ane hand the goal s en drwving ooests of [T down, en the other hand
the goal is on offering IT as a flexiale instrument for {re 1 creating
fagilc) Business Processcs no | ne with the organizetional strateqy. This
should resclt in functianalities requirad o address the custoimer at low
process™,

Viewpolnts

Servize Jrientation ouches ta Many aspects, therefore it can be useful
to use a number of lenses, translated by Allen inta seven Service
Cricnbec Woowpaints (SOVAY. The SEWY arc focased on the Service
Crienzed analysis at a process level'”. For an agverview of all seven
wicwpoints and a descripticn of czch, see the takle belaw.

Howeaver, -he divisierfrelaticn bzbtween these viewpoints and the
Lnderlying principlzs is net akways cear. The viewpaints <o hawve

AR "an domand™ Being ar acranym fae agile [CAcrBakov, paGa]

 Aroording Lo Allon fodoratod procosses allow fargoly Indopondont parts o act wiklh tho unity
nf a wids, foveard & coeneon potpese, such Bhat the wholo s meee fAan the som of % parts
TAlcn, oG}

T The goals of Service Orentation are derved fror the ook writton by s or all [Ss, p23& 27].
“In tho light of & shift fram a manufackuring fa & sorvico porspochivie, tha SOV7 are @ starfing
point to ask guoshions which bolp analvzc @ busincss procoss according o a Sarvico
Ovicntation paradigm [Allcn, n5d 55, pQ1-92 )
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oweHap and the reasoring why seven viewpoirts 3-e selectad is not
cxplained. Gue to the ack of anything better wet, it is worthwhile
discussing it superficial y.

Viewpoink Descripticn

Transparance: Smoothness of he customer’s exporicnce
in using the service, includes consistency of
informaticn.

Custemar Flt: Using care  competcncics  to o provide

cusktoimers  with =xcelleat products a-d
BXPErences,

Tailaring offer ngs to customers needs.

Partnar Lsing third parties to perform cammod by
carvices,

cennectiviey: ] o
Offcrng scrvice(s) te diferent partners te
strearrlime 3 business process, improve
business  relationships or to generste
revenuse.

Adaptation: Gracefully adapt the process to changes in
the marketplace

Multl channsl SLpparting  thz customer cnd to cod
. thrcugh  the process, using  different
capability: channcls te achicwe cont nuity

Ability to affer the same service through
different channels

Optimlzatlion: = Dfferng =zervices in real time at high
poerformance lowzls

Cne stap Catering to diffe-ent needs of the customer
threugh ane =ct aof scrvices,  typically
experlance: offered through one cha-nel at one tims,

often via portals.

Componenis

Within Service Crientaticn Aller defines three building zlecks, Thess
ramponents are™;

Business Architecture (BA): thez business a-chitecture
cemponent facuszs on defiring ard Enalyzing the business
processes, For this vanous medels are used, from domain models,
o service infonmation models and Business Process Madels. But
Allen dees rot concretize the GA teo much and makes references
bt Farman for more details.

Servica Orlented Architecturs {S0A): Allen cescribes S04

“Cpe Hhe building Mocks of Sorvice Ovicniabion, according to Paul Allen JAlicn, pi#y, e
cxpianation an Business Architockuro JANon, p52, 60 B2, cxplanatian of S0A [ Alloen, n18, pd3-
447 and the cxplanotion of SOM fallen p33 37]
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rost of the timas as an e1abling infrastructure aor @ Collection ef
technolegies. But he stresses here is more bt S04 than
technology alone, therefore he switches to the pargdigm of Service
Crientaticr.

Software Oriented Management {S0M): iz a term introdoced
by Allen combining issae= of SEe-vwice Execution Managemant {SEM)
znd Service Level Management (LM, Service Level Agreemants
[SLA'S) play an important ralc.

4.3 Service Oriented Architecture

S04 evelved from many best practices and lessons Izarnaed in the IT.
It is still strongly assuciatgd with  technalogy, alzhaugl  mamy
publications stress the opposite™,

DafinfHons Service Orlantad Architactuva

The rmryriad of perceptions of S04 -esub in 3 wvery diverse set of
poesible  definitions. One's  preference for @ coertain definition is
grobably mare tellirg about oqe’s po-spactive/bac<greund than that it
Felps finding 3 definition of S0A.

Service Crienked Architecturs, regardng it is a paradigm, iz about
"argan zing and utilizing distrisuted capabilities that may be under the
contral of different cwnership domains. It 2rovides a Lnifarm means to
offer, discower, interact wth and use czpabilitics te prodace desired
cffocts congistent wit~ measurable preconditions and expectat ons"™-.

Service Oriented Architecture, from an archizectural peoint of view, is
gbout designing a7 orgaiization so that functionalities o warious
zpplications can be offered as rewvsable service componsnts, O
facilitate composition of [foderated ) procesaes®’

Secrvice Driented Architecturs, from an infrastructural point of wiew, is
zbout the facilitating techaical software sznd hardwars, Necessery to
creatz and cwchange reuszble services zased on independent {legacy)
zpplications

&l ef the abowe options can be walid defin tions, like dozens cf
differeat definiticns, Arriving at a sing = definition will net provids
gdded walue for this thesis. Therefore it is sufficient to take notice of
the varicus possib e peints of view.

Techhology

S04 iz often perceivec only as a technical isaue. Initially kFis was also
the part receiving mast attenzion. The prier sub paragraph alrcady
showed -here is more to =04 then techno gy alone.

Ma attempt will be undertaken to previde @ cemprehensive overview of
zll S04 related -=chnolegies, I7 loclk ng for boolie describing all the
ruts and balts of 304, toe baoks o Erl are well known in the “SO7S 08
=conc®. But @ myyriad of articles and blags ewists en the technical side

Lo Fho statomeont of Krafzig of all | Krafeig, oB), or the stakomont in the Bublor roporf on
504 being " concapt rather than a produet cr fechnology [Gutice, p i, prad

' Arcording Fo the (ASIS dofiriFon of 804, soo wikipodia for the DASIS 504 Referenca Mode
[ Vikipodia )

8 Accoraing Fe Allcn [Allor, p6-7)
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of 54,

thiz is aut of the =cape of this rescarch.

However, when discussirg 504 soime notions of the technology have
te be explained briefly (thisi= not a comprehensive overeiew! !

Websarvices: this can be perceived as servizes offered owver
the wek toc human uszers. In tre cortext of 30A T refes to
cppication(medule)s effered ower the internct through ML
protocols. *“Webse~vices do not imply actomatically a 504, nor
is @ 504 only passible with webservices. But it is difficllt to
disc is= ane wthout the obther®.

Mpdelllng and Programming languagas; many ac used
Eut mame af the most weall known are Busness Process
Ex=cuticn  Language (BPEL), Business Process Medeling
Metat an {BFMMNY, Exzenszible Markup Lenquage {WML) and
Cocmmon Chject Request Brolear Architecturs (CORBA)L When
discussing 50A fram a technical point of wiew ane will almost
certainly encowntar cne of these,

Enterprise Service Bus {ESB); An Enterprise Service Bus is
generally regarded as an impertant comperent, which acte as
z connecting middlewae betwesn other components of a
systemr. Often the ESBE uses XML, connectors can Be made
betwesn XML and any cther (app icationilanguzge. This makes
£n ESB an important inteqrztion toal present in cwvery S04,

SQAP: Limple Object Access Protocal or Service Oriented
&rchitecturs Protorol 8- abrievad to S0APT. This refe-s to tha
messaging protacels used w thin S0A.

Matx Modal

& meta medel is 3 collection of concepts withir a certain
domain. & handseme meta rredel of a3 S04 is provided by the
Linthicum growp, see figure 7,

SO0A Meta- Mode|

SFigure

Feanitaw =) Sounea: - Linmicum Gooup

A L£048 Motg modo) a5 cofincd by tha Linthicum group)

'r“_' This cxplanastion is fakon frony Krafzig [ Krazig, 013) and 3 ropot on 504 | Boilor pl2)
B Con Hho wiki an SO0AP for more gdofalis TWkipoedial
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The model of the Linth cum group defines a number of zspocts related
to S0O8;

v A number of abstraction evals which can be uzed to discern a
rumber of granularity levels

v It identifies te necessity for Governance acrmoss all levels cf a
S0

v It shows the notich of wa-ious servicos, at warious lowels of
granularity. Alse in the form of composite scrvices.

» It identifies the naed for security wher turning —o S04,

The incorzaration of legacy or ntemet based systems in the 524 s
dep cked. The strength af 2 mecta model is alse it's weakness: the
g bstraction. Howeowver the metamadel docs arovide a nice depictior of a
rumber of naticns of SCA

Principles

The prnciples of 50 or 30& are often mentioned, although too often
ret specified “wther. The guestion arises; "What are these cammaon
known principles then?™ Truth is there is not anc coemmenly agread on
=nd accepted list of principles aveilable®™,

An attempt to define a ==t of princip es an Service Orientation cames
frem Erl, althaugh zhese principles are regarded as architectural
prirciples®™. Erl discerns an enterprize cgic, which can be split in twe:
g business and an application lagic The first ong is focused ak business
processes  and the latter on waricus techrologies offe<ing  an
{automatead) solution to be part af the business logic, The concept of
Secryice Dricatation results inoa third layer bobwzen the business and
the apzlication logic, tve service lagic®™. The principles def ned by Erl
gpp v to all leyers, but most on the service layer.

Erl also sktates thak no offic al sek of princip es ex sts, but according to
Fim the following list is commonly 3ssociated with principles on Service
Crientaticn;

1. Sarviece reusabllity: Legic is divided into serviccs w th the
intention of premazing reuse.

2. Sarvice contract: Services adhere ta a communications
ggrecment, as defined col ectively by one or more scrvica
description decuments,

3. Servles laose coupling! Scrvices maintain a relaticnship that
minimizes dependencies and ony regqu res that they maintain
zn awarenass of each other.

4, Servics ahstractian: Beyond what is cesaribed in the service
cantract, seryices hide logic from the aussice world.

 The meta modol of 504 is puhlished on wikipoedio PWikipodia]

S Bar cxamplo, in the roport an S04 of the Butlor groug reforonces are made fo @ sof of "G
principles, but this iz nob spocifica any furthor [Blovecrs, p133, pil47). This is confirrnod by Erl
"W nfficial 5ot of princires on servion aroniation oxfsts" TEH, p2a97]

M Qea for cxamplc the wiki on S04, [Wikioedia), Other scurecs also offon rofor Fo S04 as an
architoctoral stple [Gufler, 777

00 ke diffcront iayors of logic in an organization [Ev, p280-290) and Scrvice Orionkabion
Priropics 1E, p37) and an tne waohsitc o SOFIIOC oriantahan
hthn A vveve sonicoaniontation. arg/pd. asp
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5. Servlce compasabllity: Cellections of services can be
cocrcinated and as=embled te faorm compeosite services.

6. Servles autpnemy! Scrvices have cantral aver the logic they
encapsulats,

7. Sarvica siatelessness: Eervices minmize  rekaining
infermation specific te an activity.

B. Service discoverability: >Zervices are designed to be
outwardly descriptive sa that thay can be found and zssessed
via available discovery mecharisms.

It is impartant te nate that Erl herc alsa mixes up the notions of
Service Crientation and Se-vice driented Architecture. His principles
clearly apply to architecture, bBLt are labaled principles of Service
Crienzztion.

The principles dzscribe by Erl cont@in @ clear logic in how thoy
interrelate, as cepicted in figuc 8.

Service
Compasability

Improves the quakty of bmproves the guality of
7 | LY
r/ N
Service “":'::ﬁ i Service Packaga Service
Discoverability SNV Reusability AN Abstraction

- w, \
¥ - ' W
P i Minimizes cross-senice . /
Y axecuiion environment deperndanaes in Maximizes
b suppont of opporturiies fer
| |

conchucihve af

Eslablshes an

Service P Scrvice Loose TELTUEPLE Service
Kbt 5 Coupling that S Statelesness
promosas |/
Y /
i Pravides Edtamal
s Enabil ook
Farmes tha g Service Desoriptians

e in suppart of
£

fhigure Bp Rgurs abovao J5 cempesad By Harold Kesli, basod an fan
Sorvice Qrinafation principizs staked hy Eri 58

Concepts of S0A

S04 iz ngt a brand new conzept within [T, but has evalved over the
yea s. These concepts evclved in the ages before 50/3048, but ars
rowadays often presentec as being S04 prnciples®s,

'*”_ Soo Mo wehsiin o8 sorneico afdonegtion AEn s soreicaok onfebion, org . gen
om g numbar of araived concepts of 504 fBerg, pdl 537
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1. Compaonantlze: componentization in indepondent  services
gleng  buosiness  logic  facilitates  mzintznance  and  loose
codpling.

2. Agree on how to do things: this touches to standardization
znd governance. Acreements on cormmmon underskanding a-d
cpplication arz recuired when inteqrating IT.

3. U=e what yeu already have: this focuses on decreasing
redurdancy and increasing reusce. This teuches zgain to loose
coupling of services,

4., From "mada bte order” te “Infrastructura™: witk the
eyvolving T indust~y it has become meore and mers possible to
obtain functiznality on the markst place instead of building it
yeurself. With 5304 the following ardar is adwised “buy before
reuse befare build”. Rezson for this is to cut on maintenance
znd reduece the Total Cost of Swhership (TCO).

5. Facilitate change, continually improve: These are tweo
sides of a medal, fadlitating charge requires agility, while
optimization raguircs  standardizat on. This i3 reqgarded
rowdadays &5 toe very essence of 048

6. Da It Ffoar a {buslnass) reasen: by providing
componentization and reuss changs and optimization becarmes
casics. This helps addressing needs of busiaess, thercby
zligning busingss and IT.

7. React ta the envirgnment: Accord ng to this principle IT
reads o shift f-ocm batch driven architecture to ewveant driven
zrchitecture. Cnce this succeeds, IT becomes more agile
towards the needs of business.

fcain, none of the concepts mentioned above is new, All have been
grmaund before n best practices, but have now beoen integrated and
labeled S0S0A,

4.4 Business Process Management

Accard ng te Aalst BEM is ™3 ficld <f knowlcdge at the inktersecticn
betweeny Managemert and  information techneolegy, cncompassirg
methods, technigques nd too s to design, enact, contrel, and aralyze
operctional  business  processcs  mealving humaas,  erganizations,
zpplications, decuments znd ot-er sources of informat on™ .

St-ictly speaking Busincss Proccss Managermeont is out ef the scope of
thi= research., Howewer, in the ever chaaging market of SS/5C0A, BRPM
iz more and more linked ta S0QA. 504 fonms then the bass fer
cnabling 2PM. Alsz sorre reasan the other way around, witkoot DREM
the potential of S04 cannot be fully relzasad,

In thi= cantewt S84 i= often recarded as taking cae of the IT
orchestraticn, while BPM takes care of the Business orchoestratior.
Hewewer, the claim that SCA [whether or not in combination witn
BPM) is enhancing flexibilicy naz always confirmed. In some aspects it
does, in same it daesn't.

M According Fe AalsF
S In the thosis on S04 and BPM, among othors in tho irbreduction Veor, oI, in the
conclasion an the cagabditics of architoctures based on 504 and BN fo onBanoe foxihihty
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e way or another;y it is imporzant to take notice of the perceived link
betwean GPM and 504,

4.5 Architecture

Transforming to g Se-vice 0Orented organization inwolves greater
organizaticnal challenges than enly implemanting tae ftechnical) S04
infrastructure. Accarding toe Che-bakavy compancatization is required,
which is about allowing "en enterprse to deconstruc:, analyze, and
then recanstruct into waluc nets, inowhizh parterships wita customers
znd suppliers cperate in a netwerk suppoited 2y real t me infarmat en
flows and intcgrated IT  systems.™?. This rcquires  various
architectures.

aArchitecture i= fillad in, abeled and applied difforertly by wvarious
gLthors. In che coqtexs af S0S504 ke notions of Business Architecture
fBa) and Enterprise architecture [EA) are used. Bat terms like process
information  znd application architeczure are @ so found in literature,
glthaugh can be seen as detailed wvisws af BA,

Bu=siness Architecture {8A)

BL cantributes to shed licht on the complex by within an crganization
gnd betwean argenizations, by focusing 91 responsibilities relazed to
zctivities. The BA is u=ed as a starting point b2 srrange responsitilities
gcross busiress domains. These domains can incorparate (a part af)
zn arganization, ar multiple croanizations.

Accarding to Werstoeg the term BA is used in nomercus publications,
but rot always accordirg to -he same definitions, Althouch Versteeg
draws a clear distinction between BA anc B4 “enterprise arch tectures
iz any "architecture at t-e snte-prize level”, where "entarprize” is u=sd
te indicste the scope of the architecture be ng enterorize wide. BA is
differant, it is defined as;

"Businoss  Archifoctirn s meant fo struchure msponsibifity neor
cronmic activities v multinde organizations fsuoply choin loved), by
ohe arganization (enferprize fgvel) orf by part of an organization
Chusiness onll wvel). This Rappeons fom o business hoods poing of
vipwe, prioy bo Frghor docompasition info subsoguont funcliona,
proocss, inforrnation and agpication architocfurcs ™,

The term B4 aoften owverlaps with Enterprise Architecture (EA), but
las a Clearly different focus, The latter has a fozus within the borders
of an organizatien, BA nat. Althocugh cthers, like for cxample thz
&Archimate project, do nst draw suck & clear line™. ‘ersteeq

IWoon, p#ls,

2 Chorhakov signale erganizational and business kordos, o o cxpocted whon appiving e
Lorvice Orioniod  Peradigrn, Chorbakov's doscriplhion of tho nood Ffor compenonbization;
Businoszes noed fa foors an tholt core usincess mompetoocios Hhar diffcrontiale thom farm
Hinde compelitors. A seratogie anaglyslis couicd then roveal which capaBiities are dost done within
ang which can be cuisouwrcod fo @ partnor fo the advantagc of beth partics, Thus, busmossos
shawid wicw thomsofves a5 o fodoratinon of capalilitics that colfaboraio with othor ontorprises
wiklin & huginoss “ocoosysborn ™ | Chorbakov, po5d-555)

1 gpe lersresg: Rusiness Architecture, a hew paradiam to relate strategy to ICT [Wersteeq,
-

M Archimato deseribos ftecif 35 an Entorpss Architccture modoling foel, but docs nat fimit
ftsalf to the houndarias of ane organization fArchimato].
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decamzoses che BA into process | application and  infermat oo
erchitectures.

The geal of aligning warious organizations in a walue chain is also
strived for by cther inikiatives, like for example the smart business
reteerk [SEMN].

The SEM acts as 3 'bus ness aperating syster’, segregating business
legic fram the execution of processes, fagilitating guizk caonnections
end disconnecticns®. Actually a concept as BA is reguired for
facilitating SBM's. The reguirerrent of SEM's to limit itself to meta
processes (instcad of addressing cach detail of cach subk process
zcross all invelved organizations) calls fo- a £ ea- distinction between a
B& [(with a focus acmss crcanizations) and EA (with a focus on one
specific arganizaticn). wWittin a B4 an BA <eEn detail the inciwvidual
processes ta which an o-ganizatian is contriboting at @ higher lewel.

Enterprize Architeckure (EA)

The exact components of E& will differ per arganization dues te
diffecrent tenns anc definitions. &n BEd is geacrally conceived as the
cocrdinat ng architecture in an organization that comprizes detailed
architectures.

Within the field of EA Zachman wircke btwa zutheritive articles™,
describing basic elements in an EA. The varous stakeholders invelved
gre identifed, as well as waricus detailed a-chitectu-es. These can
facLs on for ewample (Business) Processes, Infrastrocturs, Infonmation
ar Applications.

Hewewer, othor stancos are ktakon too by groups defining their own
approach te BEA. Corrently attempts are undertaken to coms te o a
Lhified modeling teol for EnterprisgfBusiness  Architecture (the
differznce bebween these too is net 2hways consistent among various
publications). One example is the A-chimate project of tae Telematica
Institute.

Although other exarnples also exist, this study wll nob attempt to
obtain a complate overview af all madeling toals far the field of
Enterprise/Business Architecture. Ultinazely the guest for the Holy
Gral of process modeling is the constructicn modsls resulting in
executable code, However, this is still far from reaching operational
stat s yat.

4.6 Maturity Models

The realization iz grewing that mastering a broad concept requires
cxparicnce and a lot of hard learning. Just as peaople crow mare
maturz, =a da atber things For software such an idea is cwpressad in
the Capazility Maktority Model (CMM) or the improved wersicn of it
CCMPMIY.

Contiding cn the ewvels from CMMACMMI this would result in the

A

Lrmaie Businoss Nohworks g5 @ 'ousinoss ocporating systorn’ analogows fo Ffor cxomplc &
compptiter cperating system fferest, nay, the ability to quickiy plug in o ot showld erablie
application of products I & widor fizid and at @ festor pace || Vorvost, ol 3-297

M Deserihing 3 comparision botwoon the buoilding diccipiine and tro infarrration architocturn
diseiline | Zacnman T), | Zacivnan [T

Thesis; Agility through 53 /50A -47F - Hafa varr Revenswaay laassn



CORDYS bbb et

fallowing levels*’;

1. Initial

.

Repeoatable
3. Defined
4. Managed
L. Oprimized

Wlith the =ame line of ncasoning seweral SOA Maturity Models ars
produced by businesses. Some of Chese Maturity Models follew Eha
same civision as the CMMACMMI, others Tgke warous different
zpproaches in grading the level of makurikby.

Thi= paragraph dees net attempt ta provide an cverviow of all Mzturity
Models around for S3& (many are still classificd/intemal anly), But it
discusses some differcat appreaches encounterad in literature se far.

Lonic Maltoribty Model

A conso-tium™ led by Seonic created a S04 mraturity model, which uses
the same division as the CMM/CMMI model. A depiction is provided i0
Figure 9. Cantiruing on zhis model a Quick Raference has been made
witk soime other contributors [Systinet, Ambempoint and Bea-ing
Point].

BENEFITS

B isinzs :':"|'.'|"':“.'.'.| [flel]

SErACES
4/ Meazured Busiress Transformation

Businats Coaborate e
a Sorvices h Sonvices Ies00NSVeness

" - i o | i -
a5t ElTechvenass

Auchitacied Services

il & wnciionality

{Agurc 8 CMMACMMI Loveols fransiziod Fo 3 S04 Matuwriby Mndol and
e Koy Sonefits per lovel [Sonic, n21])

&n impartant netian of this model is that the highar the level achiewad
with his madel, tkre more the focus shifts from enakbling technology to
the Business aspects of S0A,

 Takon frm the kunalmiftal wohsifo, wiich discossns 504 ralsfod Issucs [ Koanalmittal]
M Cop Mo papor A now Scrvice OFontod Arenifochure (504) Maturity Modol® weforn oy Senic
softwara, Actionaf, Datadirect Technofoglas and Progross Saffwaene [Sonic].
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Krafzly et al, 504 Maturfty Madel

Krafzig et al. take a different stance. They do not use the CMMEI],
instcad  they  define three matwrity  lewels for SDA namely:
Fundamertal 504, Metworked =04 and Pracess enabled S0A™s, They
caombing this with four layers of 204, Thoso layers cnable the
construction af S0A's with gradua ly increasing corrplex bty and
expansian within an o-ganization. According to K-sfzig et al. maturnty
levelz ard the asseciated leyers zre’™;

»  Fundamantal S0As; consist only of basic and enterprise
layers. An application  is divided into meaningful  {loose)
components, according te the 508 orinciple. &7 bhe lsvel
cnterprise layer “portals® with distinct functional by can ke
offered to the public.

v Networked S0As; t-ese incerpotste an interrred ary layer
which can incluce "facades, technolegy gatoways, adapteors
znd funcionality sddirg services®. This is a first skep in
=hiclding complexity from basic services, by grooping thesc
into composite  services. Krafzig calls this  intermediary
services; services comkbining related actions. Thess can be
offered —o varicus uscrs. For example boo<ing end order and
billirg a custorner.

*  Process anahled S0A's; accardiag to Krafzig @ pracess layer
is added wheather or nat combined with en intsrmediary laye-.
The precess layer contains services capable of dealing with a
process, These can be hoocked up to an zll encempassing
portal. Both services &t in a process and intermediary layer an
ke offorec ta multiple users.

Sogeti/TBM Maturity Model

The maturity medel composad by Sogeti and .BM is compo=ed of key
greds that need to be addressed and the wvarying levels of matuority
that can bz reached in these koy arcas. The koy arcas are crouped
into three catecaries; people, processes and technaology, An Ovarview
of all the koy arcas defined is provided in the “ellawing table;

Category Key Area

Process 1. Commitmert and Motivaticn
2. Relat onships wit~ Projecs
2. HRoles and Respanaibility
4. Develepmen: of Architecturs

Lr

Use of Architecture

5. Architectural  Teals  (Methodelogy  and
Softwars)

M Tho matudfy lavels Far 804 are Fundamenta! S04, Motworkod 5047% and Frocoss orabing
5047% [Krafzig, pB7-102]. This s matonad with four fayvoers {Basie, intonmodiary, process and
chtorpriso layors) of S04 % which can be gradually infroduced, doponding on fhe cempicxity of
a 504 [ Krafzig, pBO-841, An inforesting chsorvalion ig that highor maturity lovels corrolabo o
more bLsiness Arceass integration effores FKrafzig, »oo],
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Quality Managerment

Service Partfolio Management
Wision of Architecture
10. Alignment IS with Business
11. Budqgeting and Planning

Technalagy 12, Tecanalagy and Stadards
13. Companentization and -eus=
14. Business Frooess Implementation in 15

15 IS {Inf-gstructure and Applicaticrs)
Flexibility

1. Zecurity

People 17 S04 Skills IT
12, 5048 Skills Business

15. S04 mindset and knowledce amcong IT
people

20. 508 mindset and  knowledce  amonog
Busine=s People

Far each of the categores a score can be achieved ranging fror A
flowest) to at maximum B {qighest). These scores arc detailed ir their
took, Stages can be defined, ranging from an early pilet project up ko
continuals busiress improverment. In tozal a scale, with 13 grades of
stages, is described, The rankirgs (A-DY are locatec as benchmarks cn
these =scales. For eack benchrrarle a set of questions and checkpnints
gre defined Priority shoold be given to the key arcas scoring lowest in
that stage, -his implies alsa that net evarything has to happen at
once®. Sec for this also the Roadmaps in the paragraga on
UOYEMTIENCE.

The advantagz of the naturity model of IBM and Seqeti is that it is on
ons haad deta led encugh, while an the ather hend still werkable.

4.7 Granularity

Servizes can be defined at warious levels, depending on the level of
detail incarperated ) eften the grading s made or a =cale ranging fram
technical to brsiness services. The lewe of a =ervice is lso named
granularity, and this depends an the infended scope and range of a
service.  "Weguonoss rosolts froom oo high @ dovo! ef  sorvico
aranufarify. At rhe s M, oo o a foved of secvico grandiaeity
AT I 05 cNFFRcE B0 son Hhe wacd far BRe froos™™ .

& related notion is the use of warious {zmaller) services, combining
these iqto a higher level service. This is often referred to a3 compaos te
services., However, it is a rathe- crude and imprecise classification. The
roticn of @ comnposite =scrvice aloae cocs not make cea- what the
scope of such a service is.

Hin tha book S04 for profiF Fanm Segoti and IBM, soc chaptor 8 and 13 [Aorg, pl40-158]
A1 Allan on the granulariny of setirices TAllan, p71}
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Warious sources usc variocus lewvels or layers o S0A te define the
granularity. Some examples;

»  The Buttler group ident fied twe extremes on @ spectrum from
codrse grained o fine grained services™.

v Erl uses three layers; business application , =service interface
znd applicaticn ayzr. The service interface layer is further
decorn2osed inko an archeszrakior layer, a business service
layver and an application service layar®™,

v Mrafzig is incoqpeorating an enterpise svel [which repressncs
porta s which are mere telling t2 a business cemmunity). The
other layers are labe =d by Krafzig basic, intermediary a-d
Frocacss layers™.

»  The Linthicure group discerns five layers of S0A. The data
messaging and sarvice layer can be regarded as similar te the
intermediary layeor as defined by Krafzig.

The concuszian i= that no overall accoated universal classificatior for
defining levels of granular ty is in use yet.

4.8 Governance

During the last decade the rranagement of IT received cwer more
gttention, from thearies an [strategiz) aligrment bebween business

znd IT, ta gavernance of IT ar S0A4°5°°,

The bottorr line is having means (people, IT, andfor irfrastructure)
zvailable alang, won't do the job. Some sort of process, together with
£ sct of procedares, is needed to utilize the pessikilities and zut these
to uee.

S04 Gavernance canngk be separated from the fisld of IT gove-nance.,
If erganizations are applying S0A there shoald be alrcady socimice senso
zbout governing IT, therefore some basice of IT gowvernanee arz
discusead first, Fallowing cn this the corcept of SOA govemance is
elaborated.

IT Governance

If organizaticns are striving for achievirg Agility, certralized IT
goverhance is ragarded as an impartant enatler. This requires a8 good
relation batween business ard IT toa™,

Wlei and Roass are weall known acthors in the field of IT jgowve-rance.
They defined IT gevernance as "Socoifving Bhe dedision righis and
accotntabiity framework to ercourage desirable bahavior in Hhe use of
IT™. According to Well and Ress T Gowvernance includes the fallowing

#' In & roport o S04 of Fre Bublor group | Blowors, p17aaf

1 Gog Erf on Seevicn tayors FEA, 13357 3527,

™ Krafrig socs this lovel of dotail roe bur dofincs it Just a5 more possilie intorpectations of
soneioos 3f Phe inbormodiary fovel,

% For cwampln the avticle of Hondorsen B Vonkatraman fstratogic alignment), the boglk of
Weill and Ross (IT govormance) or vaniols publicafions o S04 governace, see Gartmer
Roscarrh of Malinvernn fMalineorna].

B According Fo 93 (on relation bebwoon IT and business) and 77% (on IT Govornanco)af the
roespondonts in the OF0 survey of Cap Gomind jCap, pl4-16)

f7IT governace ag defined by Wall and Ross. In thalr wew IT goverhance Jo not about spesific
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disciplines™;

IT Principles; What is the relation of _T with Business?

IT Archltecture; YWhat arc tho corc bBusinzss processcs, can
these be suppotted -hrough standardization or specialization?

IT Infrastructure Strategles; ‘Whet infrastructure needs to
ke offe-ed under whet conditicns?

Buslhes=z Appllcatlen Needs; llow can businesses be
supperted through IT?

IT Investment and Priarlitlzatlgn; YWhich prioritics aced to
be set a: strategic cr tact cal leval?

These d sciplines can be addressed in war ous ways. Basically these are
gdd-cascd through one o more of the fellowing archotypes of IT
governance™:

1.

2,

Buslness Monarchlas: & Cxx™ makes al the IT related
decisians far the complete enterprise.

IT Manarchlas: Cne ar more [T executives make the IT
related decis ans for the whele cnterprizse.

Faderal: OCwxw'= and business representatives of o all
orjanizat cnal urits collaborate with the IT daparbment

IT Duopaly: a sclective group o cxecutives and business
Lnits ma«<e decisicns

Feudal: decisions are made b isolated departments  ar
organizaticnal anizs, wikthout a view on the bigger picture.

Anarchy! Every maa far himself..

IT gowernance can be arraaged in warious ways in an organization;
from centralized app-paches to decentralized apprcaches. The extent

of {de

dcentralization will  result in different archetypes of IT

goverrance to be zpplied. Each archetype being suitable for different
goals and requiring a different approach, see figure 100

docisions, but crcompassas fFhe ovondows of who i3 contribubng fo ozch acoision [Weill I, o2,

mE ey

B I Hhoir article 3 far mare oxtonsive Tisk of examplos iz provided for cach IT goweorranco

discinfine PWeill 1T n3i0]

""’ Tho archobtypos arc doscripod i an arbiclo [Welll I, p26) or in Eheir book jVWiaill 1, piQ-64 ).
W x5 3 commen notalien armong largor ontforpriscs for varioos dogrocs of Chiof officors in
an argarization; CEO, CI0 CXO oy OF0 o,
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PERFORMANCE
FROAT ASSET UTILIZATION GROWTH
Strategic Driver Profitability via enterprisewide Efficient operaticn by encour Encourage business unit innova
integration and focus on core aning sharing and rewss tion with few mandated processes
competancies
Key Metries ROKROE and business process ROA and unlt IT eost Renane qrowth

Costs

Key IT Governance
Mechanisms

B Enferpraswids management
mechanlsms {e.q., executive
committes)

Arghilecture proceiy

Capatal apgaroval

Tracking of business vabee of IT

Business/|IT redatiosship
ITBAAgEr

Process teams with [T members
S and chargeback

IT lsadership deciiion-making
Loy

Budyet appeoval and risk
rmanagarment

B [ocal accountability

Portaly or othar lilosmation/
SErVICes SoUMces

IT Infrastructurs

Layers of centrally mandated

Shared services cantrally coordi-

Local customized capability with

shared services nated

fews required shazed seavices

Ky 1T Prineiples

Lo Buisiness costs throwgli 4an-
dardized business processes

Local innowation with communitiey
of practice; options shared semvices

Lo 1T winit costs; reuse of stan-
dard models of services

GovETnance

Maore cantralized Blanded Mare decentralized

—

E.qg-, Monarchies and Federal

E.g. Federal and Duopoly E.q., Feudal arrangerments;

risk management emphasis

fRgure I IT governance oeh be focused on wvarions fuviwes of
potiormance. Difforonr fypves of foctizes roguiee diffcrent arehiotynes of
IT govemance® )

504 Fovernance

30/204 is not neoeszarily all new to the IT ficld, a lot of practices are
clready  around  for somz time. Thercfore  coxist ng  gowernance
mechaniz s czn be adapted to suit the S0O/E0A4A, Alkhough S0/504
requires some sdditicnz] peints of attention; the neticn of federated
processes implicates that the contributors to decisions have [z be
lecated across wvariods Lines of 2usincsses (LOB'3), business dorrains
znd soTetimes even across organizaticnal borders®™, Ths comzlicates
goverrance mechanisms.

304 gewernance is included ir running S04 Garmner defines the
relation betwesn 1T and S04 governdnce as follows; “WWhhin Fre TT
govereanmy framowark, 504 governance identiios decizion making
authorty for dofining or modifeing Bic business procossos 20 wiill o
stipacetod vith S04 fechniques, e sovvice fovels reguited, Dhe sarvice
poriarnagnce requircrrorts, the aocoss rights and so or. To addition,
L04 govornanco 3ddrossos Phe way rowsablo sorvioos aro dofinod,
designed, aconssod, oxocbod ana maintoined. S04 governaoen s also
an Mnporfant mochaniam for doicrnnining senvice ownorship and cost
attncaticn o a sharod sorvioe eeganiration™,

Another statzment n the sarms repoit is "S04 govornanco i3 nof an
apfion, i an impoerative. The gaer the 504 &, e meee & roods
goverednme, ang the govinancs rolcs and mochanisims nood fo be
mero comprohonsive,

' Figure copied from thea arficls of Weill and Ross PyWaill 7T, g327

“ Accardmg te IBM IT and 804 govornance arc infortwined and cannel casily bo soparatca,
but 824 govornancs kas some spocific requiraimonts | Mikray

804 governance dafinition and nead providad by Majinvorng [Malinveoe, 2
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Risk Resource Performance

Strategic
Management Management Measurement

Alignment Value Delivery

IT and SOA Principles

IT Architecture and Service Model

IT Infrastructure Services supporting Enterprise Services

Business Application Needs

IT Investment and Prioritization

fFhigura 131; The achivitics of S04 Govorngneo (Tep) and the disciphings
aof TT governanos. The Sgure i fakon from the 2itiche "4 caso for 504
governanos of 1807

In line with IT gowzrnance, if dealing with services, a number of
derisions need to be taken. Prictities need to ke se: and if conceming
g new request, meed to be compesred to the exiskting services. Alss
issuzs as respansibility anc ownership should be addrossed™. Five
zctivities of S04 geovarnance can be comzined with boe disciplines
defined by Well and Rass', see figure 11 too;

1. Strategic alignment: focuszes on the imperative to align the
IT efforts with the business vision, goa s and needs,

2. Value dellvery: focuses on how tye value of IT can be proved
through  results like profitakilicy, =xpense redacticn, error
reduction, impreved cempany image, branding, and =2 an,

3. Risk management: focuscs an business  continuity  a-ad
measures to Be ta<cn ko protect the T assots.

4. Resource management: focuses on aptirizing infrastructura
sarvices, or other environments sJapporting the application
SErVices.

5. Performance managemeant: focuses mainly an monizoring
the services.

Acapting the definitior of 1T governance towards SO/504 leads to the
following one; "Govormnance in 8 SOME0A contoxt b5 shout spocifying
e piarities,  docision Fighits ond acoounrability ramoverk e
chonurage dosirable hohavicr in fic uso and oreation of sondces at Pe

¥ According to Malinverno; 1) Which services to do (first)?, 2) Fsir really o now sorvice?, 3)
Wihe will pay for the dovoloprmont and maintocnanoo of o sorvice? And &) Who ewns this
sOrwiee?

W This figite was composed 0y TEM [Mitra]
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approtiate kel

Far effactive SCA govemance a good understanding of the nat cns of
granularity af services and compasitz services is required. The type
znd granulanty of services are closely connactad with the maturity of
the SOMS0A enwironnent in an organization,

Far example Krafzig ot al. defne threc levels of matority for @ SOA,
Each level of maturizy describes & specific buld up ad management of
the =services faor a 20a%. The trouble is anly that there still arc no
commonly agreed on definitions of granularity and maturity,

Roadmap and Roles

Zoncepts like granclarity and maturity can be incorporated inoa S04
roadmap, which provides a step by step  blusprint _f-::-r the
implementation of a 504, An exampls is depicted in figure 129

step 1 - operationalize step 2 - professionalize step 3 - stabilize
Added value
(effectivity 4
h
& efficiency) Completionaf Sl
methods& tools
Ergugoment
ooacrang
Partiolo m it
Adoption ofassels i i
Evalaaton process Shill developmant
Start + T0% & R - S—— Arcrelicim
Govarnance M .
Health check Amcriechme Enterprts
Mgl pececiss At e
LA Roadrap IT Elnncirds
Deckion # Ciormrnance rmodal
Aschisetiure
Denign authanty
Gicing
principhes
—e ¥ . —-

Start Start + 30% time

Chguee 12: 4 wvisuadFation of a roadimap for anplomenting &
GeOERANCT Bnded far o S04 i rhroe stops)

Figure 12 depicts a raadmap for the irplemertaticn of a S0A
governance madel. Tris figure could Be made up in conjunctian with a
S04 rmraturity madel. When an assessment w th a matuority madel has
beca mede, the roadmap ecen bBe flled in specifically far an
organization, addressing wa-ious aspects which need to be filled in.

When cngzging on a S04 goverdance project, 8 number of roles have
te be defined, According btz Blazer the following rales are regquired™;

I Dofinition Bascd an the definition of Weil and Ross of IT governance [Weill T pa),
drcantuated fowards Service Orenfafion/Servica Orienfed Architoofire.

F The maturity levels of 504 o fundomeontal, nonvarkcd and peocoss oralod S04°%
Fundarmantal S0A% only consist of fwo layors fBasis and ontorpoise Tayars), Neobworked
comprisn an intormodionye oy foo, while process cralliod SOA% afsn incarrarato o process
loval [Krafzig, pBS-102),

9 This governance moac! fs acscribod in 3 arficle of I8M §Balzor),

As doscribod gt 2rHcle of TBM an how to imptove S04 Plans | Batror).
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v DBamaln Ownear: & domain corrprises a callectian o ene ar
more  services  required far @ rumber of  business
funct onalit es. The doma n owner shoald st-ess tae business
perspoctivie. Works with LOB's, spedialists and aralysts to
define a souad business case.

*  DBomaln Service Grlentad Business Analyst: Focuses on
the regui-ed serv ce functionality. For this candidates in thz
business  prooesszs or owell abstracted  and  normalized
fbusiness) services are identified and specifiec.

*  Line of Buslhnass Representatlve: Helps identifying and
znalyzig business services for the demains.

*  Domain Developer and Maintainer: Builds ard maintains
=ervices consistent witk the service aricnted dewelopment life
cycle, For tris {internall framewoiks and standards are
requi-cd.

v Sarvice Tester: Certifies that tre composize (business)
sarvice conforms to the business case defined.

Governance and localion in 2n organization

Many arganizations invclved with S0/S04, armeng athers Garther and
IBM, acknowledges Gowvernance can best be located wikthin existing
structuras.

Cften these a-g called CCACT ({Integration) Comasetence Centerd ar
ZoE (Centor of Excellence). Thesc have to be provided witk a blueprint
for deaing with Covemance in a Eervice Criensed envirorrment.
Legical y this blucprint should deal with the same categories as EA;
peosle, processes, technolegy and sorvices'™ . See For more on this

the sub paragraph on Competence Centers in the next chepter.

Laorcing

The Service Qrientation paradigm irrplics an crganization focuses on
core competeaces, In the light of services this means crganizations
recd toidantify the prapertics of the required scrvices.

If servicas are quite coriman t1ey Zar sasily and safely be obtained
from the marketplace. [f services are mare specific and determine tha
succoss a7 @ business® core cperations, they need to Be mainta nad in
Fouse, See also “igure 13,

This censiceration is similar te the considaratian far an organizatizon
whether to integrate harizontally or wertically. But also coverlap
bEetwean the cassification of services and the decisicn en whether to
out=odrce o nct, can be parcaived.

YT the artiche on “CD ang 504 Goverranon® frare Gartner [Malinvernn, p2 4] fn the artiche
"4 caso for S04 govarnec froomy IBM the Cof organizabional cnbity 1z monficnod, with @ focws
o poople, procosses, bochinology and scorvices [ Miba). Hoveowvor, nof all poablications montion
Hie " topic services, fob examve van da Berg fBerg, pldi]
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High Risk
Innovation
Differentiation
Speciaity Value Add " Core
mpetency
icali Increasing
Typicality : et
Distinction Tarritory Resusability
Cost of
Market
Stability o Participation
Ublguity Commodity
Low Risk

CRguee 13 Difforeni elassificaticns for precesses and Seovlioes in Tyoos,
Fheir farus, charactoriatics ang the assasiatogd risk0)

W'ithin th s consideration the adwviss "bay befcre reusc before buoild®
Eecomes relevant taoo. Cnce a service is externally awailable it is
probably more ubiquizous and should bz bought from outside. Reuse of
cwitting services s mere difficult, let @ one buildng a new cnel®,
Heoweever, this censidaration is bascd on TCC of a sorvice, this does not
take importence of @ soowice into account. These cansiderations touch
with al aczivities of S04 gove-nance, this shows again the ovarlap
between sourcing and governznoe issues.

4.9 Summary and Sub Conclusion on Service
Orientation and Service Oriented Architecture

30 and 548 a-o subject to many, often cvarlapping, porcepticns. 508
£5 a4 concept has strong reots in the andedying technolegies, while 50
gz 3 concept is gensrally perceived as hawving morg focus on the
organizaticn. Howower, other epinions also exist, and many arc walid
tea, buk stress only one perspactive.

Most imzortant to rote is that 30 and S04 arc bwao sides of the same
mecal, Also © is interesting to note that S0/508 zre not new but a
callection of best practices and lessons learnad in the application of IT
za far. Issuces incorperated in S2/50A, bt applied long before, ara
zmang okthers; componantizazion, reuse, standardizatior, yovernarcs
znd co laboraticn between bLsiness and IT.

Due ta the yarious interpretation of S2F504 o commonly acreed a-
definition can be settled on. Personally I de aet beliewve this is waluable
either, because another definition only becornes cne of the woices in
the cacophcny., I -nave come to believe it makes mors sense to
cttempt to sec the weod for the trees and show how the waricus
perspeciives interre ate.

In ling with zhe lack of a single definition fo- SO/504, no single =ct of
prinziples exists, although Erl and Allen both did an attemptk. The
grinZipes of Erl @a-c quite comprehansive and referred to by other
sources koo, But these are also commenly regarded a= only applicable
in an architectural cantext. Allen d=fined a ==t of viewpeints that has a
bEroader focus, but it is urclear o~ it iz camprehensive and complete.

" This overview is taken from the boak of Allen en Service Orientation {Allar, p73{
" The roasoiing is that buying oxFornal sorviocs fowors Bie cast of rrainicranno ang 70 and
is tharefore preferabfe fBerg, pa9]
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Whear organizing an arganizaticn, architecturs plays an important role.
Zoemmenly  this is all perceived under the flag of Enterprise
aArchitecture. The concept of Business  Architecturc  is corrently
cvialving, within time this will be integratzd in the C& framewark.

In the context of architecturs issues as maturty and granularity are
impartant. With enough insight roadmzps can be made up, detailing
which issues can be addressed best anc how, given tha cuirert state
gnd caxabilities in an arganizaticn, This could all be incorperatad uncer
governance, whethar it is IT ar 50A Sovemance. Especially Becausz it
goes mucth bmader and touches to =ouardng decisicns in waich
financial gans nave to be weighted against competitive interests
regarding <ontral and reliability.
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5. Organizations

The fourrth sub rescatch guestion foodscs an the offoct of oaliity ond SE0S04 an an
arganization. This thosts wil anly addross arganizations in this conicxr. The nafinon of
crgenizations, and fhoir sub tromcs, can assist in gnswaoring (g part of the (solb Jrascarch
quirstion). This can provids inout fee the discossion and conomusion of Ehis fhosis.

The chapter Rret discusces some Basic nobons of organizations, aftor which o nuemEore of
concopts rogarding arganiFations (in the Nght of S0/504 ond agility) ore aladorabod.

5.1 Organization, Basic Notions

This -hesis does not atternpt -z comment on all existing theory o
organizat ens. Meor dozs it want to address the professicnal field of
orjanizations as a wholeg, wik all related details.

The focus ir this chapter is on thecry on agile and =ervice oqiented
orjanizat ons, albeit nok always directly related to the Eechnical
gspects of STYS0AL

Howeaver, two aspects might be Felpful when discussing  an
organizat en; a definizion and the besic notian of an crganization.

Organization Deffnftion

Warious definitions of organizations exist WAl of themn run 3lang the
zame line as the following one; "Organizafions arc social onbitics Bhat
anc goal direckoa, doliboratoly structured schivity syskoms inked fo Eho
cxtornal omvirenmont”

Organlzation Strucure

When discussing organizations, the tregw cof Mintzberg becoimes
relevant far classifying the varioas parts of ar organizztion. Mintzberg
proposad & wiew with fiva basic parts of an o-gan zation; the strategic
gpex, the middle line, the cperating core, the suppert staff and the
technestructure. See fiqure 14,

Sliralegic
Apey

Middli
(N1

Ozt abing
Core

fhgurc 14y Tho fve basic parts of an organizadon, scooraing io
Mint=horg. S depictions afzo include @ "hole” of ideadngy arcond
e erganization.)

" For cxample, Wikipedia on organizations | Wikipodia
" Definition of orgamzations according to Daft fDaft, peod)
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The structure of Mintzbarg is helsful to coaceprudlize certralization
znd decentralization in an ergasization. This basic strocture is wo-ked
out into 3 number of organization types, with warying size and
impartarce of respective parts. The arganization types identificd by
Miatzberg are; Machine burcaucracy, professiconal burcauoracy, the
divisian struct_re, the adhocracy anc the entrepreneurial startup '

Within an arganization structure var ous ways of funczioring can be
diccerned; formal chain of comrmands, regulated activities, (infoermal)
communication lines, groupings and (ad hocd processes Y, ses
gppendix AZ for depictions. These ways of functianing inkeract and

influcnce cack ather continuausly.

5.2 Agile Organizations

Acility is @ hot top € in both business a= well as military organizations,
witk the major question being how to achieve an agile organization. In
warfare agility has ahways becn a dive need ta ‘outperform® the
opponent. Therefore the military professicn might provide inkeresting
‘ecads’ an acgility, bocause it is of old mare focuszed onoagility f
conpared to business,

This paragraph discusses a numbear of topics related to the quest for
£gilizy i1 organizations.

Smark Business Natworks Inltfatfve

The Smart Business Metwark Initiative [SENI) sees the rise of smart
business networks (EBN'S) =3 a aroduct of ar envirenmrent comanding
increasing agility . These networks consis: oF (pers ofy individuz
organizations which participete/contribute on a *plag =nd play” basis,
called by the authars the quick connect and disconnect ability.

As described ir the priar chapter, this requires a domain/organizat o0
=spanning architecture. Ideally such an architecture is sLpparted by an
"easy” (de lcompesiticn of precesses. Mowadays this is perocived as
Bus ness Prooess Menagement, and  supporting toos are being
developed.

Command & Control and Agility

&ch ew ng aqility in the military Branck is nowzdays envisioned with
terms ike netoentric operationswarfare, This focuses on =nabling and
Lsing i~farmaticn sharing and case of calaboration™, with a streng
foous animprev ng/ffacilitating the decision making process.

Atkinsan and Mefat focus an the cormmand aad contrel in an
organization. Their research in the milizary field is interesting becauss
of the zZnalogy between the theory of SBN'= and net contric military
operations. Beth aim te facilitate a quck comnect and discannact

' Son MiniEhorg an tha arganizarion rypos [Mintsborg, pléd 2047

"N MinEzherg on the basic principdos of 3n organization | Mintzborg, p20-25]

T A Joint acadomin Businnss initiathee aiming te doevelop krowicdge on Business nehworks
roquired be addross medorn shallanges [Worvost, po2y

W M decpread Information sharing and ease of colfaboration are the hallmarks of not conthic
ocporehons 35 cnvisionoed Ay the Dopatmaont of Dofonsa (DaD) planners, Net conlric oporations
ars an orabicr af both spood anag procision in doclsion making and in mikifary oporations®
{Baas, 3.

Thesis; Agility through 53 /50A - G0 - Hafa varr Revenswaay laassn



CORDYS ity o Tment

capability to deal with charges.

Atlcinson and Mofat perceive a difference bebween organizations
structured along industrial =ge princ ples anc the principles of tha
information age. The main line of reasening is thas: the difference lies
inthe capazilities of these networks,

INDUSTRIAL AGE COMMAND AND CONTROL

LOW AGILITY GRAMD STRATEGIC

OF MANAGEMEMNT PROCESS

STRATEGIC

CPERATIOHAL

LOW AGILITY
OF 5YeT FM

Chguee 15 the agiliiy of o spsicm and the command onrd caniend
structure in the incustnal ago, according be Atkinzon ang Mofat)

In the industrial age organizatichs had a low agilty dus to the
limitaticns of the managocment |:-r'-:||:-:55-""". =ee figure 16, This lcads to
specializations within the structure of an crganizatior. With an cye on
the developrent of IT, this led to specific stand alene applicat ons with
£ narrow focus.

INFORMATION AGE COMMAND AND CONTROL

HIGH AGILTY GRAMD STRATEGIC [

OF MAMMGEMENT PROCESS

|
STRATEGIC

NN
] ML‘!\‘\\
b mmm\\\

,"'"’?éh/ VAR

Chguee Té) the agiliiy of 0 spsicm and the command onrd caniend
strcitire 1 the infarmation age, saccerding to Atkinson and Maiat)

\

In the infarmaticn age IT provides the opportunity for varoo
retworks crassing the traditional "stove p pes”, horizcntal infermaticn
linkages, thus ircreasing the agility of @ system and it's command and
control, scz figure 16, The result can be @ more hyarid flattened
Fierardyy within #{n {group of organizations,

" Abseran asos Ehis conclusion an FAc applicaticn of Ashine’s (3w | Atkinsan, pi2F)
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& turbuleat crvironment requires a loosely colpled manggemsant style
within an erganizatian. This requircs networks t2 reorganize quickly, to
be able to adapt to chenges in the environnent. These netwarks do
rot need to follow the oommand and contrgl structure, but needs its
"blessing” Y, ¥at zbstract, ther line of reasoTing is interesting
becausz it points Ettenzion o the irrpact an command and cortrel of
informaticn sharing. The cuest fo- agility will requirs adapzations of a
cammznd and contral structure in an organization.

Thiz towld be expla ned as a plea against centralization and for the
spresd of iaformation and empowermant. This can impact the way an
organizat en is stroctured as well as the nfrastructure required by
such an crganizatizn,

5.3 Service Oriented Organizations

Accarding ta Erl, organizations standardizing on 204 are Mworking
towards a-ideal known as the Service Oriented Entarprize (S2E)". The
by EH proposcd SCE model comprises @ number of Building Blocks,
zmang whic the “primitive business activity, the prmitive business
=etvice ard the primitive business procoss® arc fundamental -1,

Howewver, the concept of S0OE is ot very detailed and aften describad
only quite superficially. An oxception i= an article written by
Biebarstain, cn behalf of IEM. He desrizes a pessibls crcanizational
Zrrengoment for a S0E, lazeled a Human SEcrvice Bus.

Hurman Sarvica Bus

IF IBM's on demand concept is perceivec as dealing with =zgilizy,
EBiebarstain describes an arganizational concept dealing with agility
toa. The cescibked on demand opcrating cnvy mamment provides a
"flexible wirtualized 1T inrastructure™ to deal with rapid responses to
changeos as tacse afse !

The HSE can 2¢ regarded as "a S04 reforence arcaitecture filled by
Fumans instead of programmed services® '™ The concept of the
Iluman Service DLs is a new structure in addition to a ready 2wit ng
organizationz! structures like functional arganizations, ceographical
structunes, divisional organizations and matrix nr‘ganizati-::uns-v, 28
Figure 1E&.

The H5B is focused on celivering services, defined by Bieberstein as

HE Arkinsen aid Moffar, on whc decides eab in case OF icrcasing complowity instoad of
cocrdinaddng i el |AEkinson, po2 G4/

A Epl describes this s an organizaticn whone Al business prosnsses are sonipased of and
cxist as sorvicos JE, pE2) "Primibvo Ousinoss activitics roprosont e smallest picce of
definabic and Business fogie within o soraen otliontod covitormoent [, 277 proonss
achivitics gro e b used te roprosont an oxocutablic Businoss procoss logic workflow™ (Ex,
p428] Primitive business sorvions oheormpass functiaonality imitoed o that spocifo simpo rask
ar functicn foH, p 4237

" Bichorstoin, desoriting 3 concopf for Bie on comand cporabing crmvirenment | Biohorsioin,
pansT and e Human Sorvics Bus JBiohiorstoin, palg)

""* (10 Ehe HSB as a remmunication an nollaboration framowork [Borg, p118 119).

M Tha soncopt of HEB Tz sob Ly to agdross the "on domand dusinoss covitarmont™ the HEE
cxtongs the S04 analogy and combinos i with cxizhing orgarizations! structos [ Biaborstoin,
pets Fod). The HSR concopb is Based on cmpirical rosuits comning forth from 1M businoss
activitics | Bichorsioin, ofo7 ).
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gnything which fulflls a specific Zesk. T1e interesting issue is that
Bickerstein  peroceives waqious ‘granulartics’ of services; beam
departreental , business unit | divisianal and grousz sovices ' Thase
=orvices can be dispersed geoagraphically.

The concept of an or demand operating enviranment links up with thz
orjanizaticnal szructure as described by Atkinson for what they call the
"informaticn age™; the organizational structure of an agile organization
=sheuld Fadilizete the z2lug and play, alse called a guick connsct
disconnect abilivy, This is a plea against “crmalization in tae farm of
quantative agility, by specfying al possible scenario’s up front into
plan and then adhere to this pre specified plans' 1h,

Employ=es Celldboration Tocls Cirganzational Human Services
| ;
| Teaming Tocls l Team Diepa rimental Business Urit D'h'is_ional Croup
| e Sendices Services Senvices Services Services
Senvics Orchestration
Dezsi Callaboration Ordhestraton Bus (COE)
Cust 3
Hnm ard g‘?:nbnng
i0n Dernand Werkplace and O0CE l

| “Extemal Todls Senvice Directory Todl |
for Customers and
Fartnerships Aszet Cirectory Tool |

Employee Directory Tool |

Chguen 1P g depictien of e Huran Service Gus enecopd of
Binhorstoii)

Thz HEE is based an cxpericnoes of IBM and provides some interssting
insights. Howewer, it is difficult to wvaluz due to the non disclosure of
the cases used by IBM.

Compelence Cenlers

W'hen dealing witk the theory arcund IT and S04 Sovemance it was
zlready stated that (Intecraticny Competence Ce-qters are frequsanthy
regarded as the driving organizationz| entiky.

Accard ng te the opinian of Sartner integration offorts can best be
vnderkaken by established organizationzsl entities, in this case labeled
Integration Competence Centers (1CC). The prediction of Gartner is
that within 3 4 years the majorty of larger organizations will awa
same form of an 1207,

For proces=es Bieberstein notes it is eszential to allccate ewecutive
responsibi ity, where the execative needs —o make =ure the process is

" Gan M ook "SOA for profitT [Borg, pT20 1227 and Bichorstoin FBichorstoin, paos 4077
VR dugniative agility s used by Ardesor and Mofat toorofor fo the practice in tho militory
hoadguartors to plan for all scorario’s, 3F tho situafion aniscs o right scangno has fo be
chosen, This s assactatod with Industrial age mommand & confral By Adkinson’s, s doscription
of Information ago command and control is 3 pics agamst Bis forme of fup Font) cordratization
and fotmatization of plans [Atkinson pfae 178]7

" L0 gevoenance §5 3 logical extonsion of IT governanos and can bost bo dealt with by the
same arganizational cntbify!Malinvorna p2-37 "By 2010 mworc than 60 porcont of Ehe largc
cfonrisns will favo ane oF more FOOs™ pifatinoverng, pdf
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in line with organizat anal goals’ Yesearch of Tao into Critical
Success Facters regarding the alignment of IT and busiress confinm
this *. This iz a streng call for [involvoment with) gowernanece at a
kigh lewel, accerdingly the cxecuting argznizational entity {the [CZ)
should hawva plenty of executive back.ap.

Mizra skakched a meta model for a structure for the organization of
goverrance, It stresses the involvement of variaus executives, as well
=5 the invalvement of _OB owners, see Sigure 17,

Risines=s Gammanes m ' m
oFo :

Steering Carrrritbe2 Eusiimess il ]
Encrulwes woriers

,—"’ w.._“- /.—- . --\._\ - 1‘& / "-..\ .
4 m |r' Comain 1 - S Domaind - .l Cwrain 5 .,i Cormsin '-
| | Ex I Exr
L ‘ "u.F‘- 'Fcr :-=:: lFxr ‘!-f: \Fe\:
\“\._\____/ ' —
|
i
I [ [
Initiative .ljwr' e Iniiafiws Initigtive nitzlive
i Tesm ' ' Team Team Taam
ZusiesaTasm  (TTRa7M  Business Tesm |fr>n Busrass Team 1T T65R Busingss Team |l e Businews Teamn T lear
Laader i Bl—l‘- Luula.a @t Lasdar Liead Lasdar Lead Lasdar Lead
5{0]90! Pooject Fraject
TBIITI T2 Team

rRigure 18 This s an exahihe of & meta orgahizational sivuchure far
governaneT arganization accocding to T8M-ST In this figure TBM uses
the notien of COE, nstead of the rketlon of (ICC tsed n nthor
publicofinns )

GEiven the need for {knowledge abautd wvarious anchitectures, when
zligning business and IT, it might be wise to incorporate a number of
grchiteczure specialists in afng (I)CC. 3oth the concepts of GA and CA
can assist n the alignment of strategy witk business functions,
domainz and processestts,

The meta arganizationgl structure for @ governancs onganizazion could
ke perceived as ar alternative wvicw on {ad hec) processes, within the
descr ption of Mintzberg, see also appendix &2,

Shared Sarvice Cantrars

In the light of 30508 and [CCHCCs theary of Sharec Service Centers
becomes -elovant. The business comrmunity has already guite some
wea 3 of cxperense wita the S5C concept.

& link is perceived between 55C's and Service Crientation within an

i it s entival o specify an executive 25 B owaer for cach spocificd sof of soevicos. ",
Hug requires involvoment in fe antorseise governanes fon (Bicborstoin, poaR3]
" Too conauckod 3 roscarch af Fho aritical sucooss fackors o the aligniment of TS plans with
fisiness pans, this rosearch found g s of 18 C85F which came forward from thoary, and
ware doorrod Imparkant by organizeiions in Fho businoss cormmonty of Singaporo | Toe, ol 75,
pi7a]
M fn Bhe arbicle "3 case for S04 govornance” | idiEra

" According to Vorstoog, on the concopf of business archifockore [Yorstoog, p92-93) and the
conclusiony in thowr article [ Vorsfoog, p100-101 4,
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organizat on. The reasoning is that 550C°s are @ fivst step in 8 Servica
Cricntation paradigre, with definng frent and bBack offices inan
orjanizaton, These gre a ctep 3way “rom thinkirg only in
organizat enal sio's or basiness processes. In this contowt @ sarvice
orented organization i3 perceived as a netwerk erganization, and

S5z can be a way to define a number of susiness scrvices™ !

So S0/508 touches to the concept of S50 because it may, in csomea
instances, owxtend or facdilitate the application of S5C's in the form of
compaosite  (businzss ) services. Thase =orwices @-c than at the
intermeadiary of process lewvel of a S24, as defined by Krafzig.

Another linle with =5C comes forward dus o the governznce reguired
by EC/EOA, This governance is generally lozated in toe fonm of an
organizational entity labsled an ICC, This ICC can be set up a= a 35C,
offering it's knowlcdge, tem zlates and expericnes arganization wide.

The use of S5C's iz about deciding on cortralization  wersus
decentralizetion within an 2rganization. Howewver, wvaricus typss of
35T"= cwist. A classificatiaon of archetypes of 550: is provided by
lansen, based on Strikwerda ™. Sec alzo figure 19,

(5} Joink
¥entire

{6} Dutsomrcing

Chguee T30 The S50 gechohyios, concoptualizing the location and
SCQENT 0 an argahratie)

Thi= could be 2erceived as another wicw an the ways of functioning of
£n o-ganizaticn focused on S5C's, as described by Mintzzerg, see
eppendix &2. The Z5C archetypes can be an add tional way of [2oking
£t @an aerganization in various censtellations acress the basic parts of aq
organization defined oy Mintzbzrg.

The archetypes of S5C°5 offer anathe - passibility. Whan combined with

122 An arganFations! measuros roguired 0 B tensformabion fowards @ Scrvice Oriontad
Entorprisc $E5, p31 35}

123 According to Jansen on conitalired or doconfralizod crgonizations Dlansen, p2] the SSC
arcfietypes Jansen adapted from Strikwerda, A 55C with & scote of an JCC can be at a central
department (1) ar af an nforngl jodnt vontume (4). Sorvices af the nfermodiary of process
foper of S04 will doal more with thae S50 as infrastructure (2], within o Business Unde (800 30,
fparkiaiy ) optsomood (5) e in 3 foit voniore (6)).
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the sourcing classificatiaon of Allen, described in paragraph 4.2, thz
impact af scurcirg services bocomes wisible.

Scrvices taat are classificd as core compezency can better be allocazed
in house [location 2, 2 and 4 in figure 1B) Services that are a cost of
market participation on the other hand, may be cbtained fram one
internal supplor [ ecation 3 and 4 in figure 18) or extemally flecztion
LandGinfigure 12).

Anather application might be using the 53SC archetypes to make the
orjanizaticnz! entities, involved in a service, visible. Fellowing this
reazon ng IDG/CT's are mare likely te be an central departmcns (typz
1) or an intemal Ioint Yenturs {type 4}, Business level services are
more likaly ko be of a E50C ype acress o within @ Business Unik [BU)
fbypo 2 ar 3} ar locatad ewternally {bype & ar &),

5.4 Summary and Sub Conclusion on Organizations

This chapzer elabo-ated some basic concepts 2 organizations.
Mivtzberg cauld be used ta link the Zons:ructs discussed in tae ligar of
zgility and S0/504 tagether.

The construct of Smart Business Metwo-ks prevides @ wiew on what is
ftheorctically) possible when warious arganizations in n envirenrrent
can team up and rearrange "=asiy’ This goss beyond the scope of the
model of Mntzberg in the sense it crasses orcanizazional borders.
Urclear iz how this will affect the various pa-ts of an oroganization.

Acility and Cammand and Centrol (Hizrarchy) affect cach other in a
military context, as Atkinson and Mofat et explained. I line wikth their
reazon ng it could be stated that if an ergan zation porsucs agility, it
sheuld allow for muolti dimensienal decisien makirg, instead oF top
down alone. Their argurmnentation poinks to the nead for Facilitating IT
struczures far this, Othes aathers in the milica -~y ficld, when discussing
ret contric warfare, laok for this enabliag IT structure in the fo-m of
S0A's.

Ideally this results ir a Commend and Contrel structure inoagile
organizat ons that can 'easily” hoak up with yarous parts within the
own arganization, ar even from other organizatiors.

The HEB concept is the ony description ercountered in theory so far
on how a Szrvice Cricnted Enterprise might be organizcd. Howewer, it
iz nok immediately clear how this affects the ways of functioning in an
organizat en as described by Mintzberg. It might affect all aspacts
ranging from commdnication, to herarchy, b processss, to culture,
ete.

fIntegration’ Campetence Conte-z and Shared Service Centers can be
in ling with each cther. Meta organizaticnal co-acep:s for CC's ar2
deser bed in literature and briag together aspects of the functioning of
zn organizaticr acco-ding to constellations of worle and hierarchies.
Al it affe-s @ starting point £a S8t Up 3 ComMmunication “uactien far an
(CC.

Thecry on 5505 can be used for classifying an (IM2C in an
organizaticn. Howower, accerding te some sou-ces it could 2lso be a
starting pcint for ar crganizatier that wants bo move o =Zervice
Cricntation. Fram this point of view the archetypes of 550 c2n 2e
vesed ko fill inm the arrangement babwes-a various parts of an
organization as described by Mintzberg, eithes organizational er
through the use of services.
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6. Discussion on Theory

This chaoprer continues on the thoorelice! insights of the prioe chaptors, Biose attomptod e
stick to Hhe thoorics ieolf TRIs charioe vl whore possthle, atrompd fo o seege and link the
concopts and thoonos togofher, THIs is deno through porsonad) rossoning.

For this Fhe coneopls of agiling, SO/504 and organizations are alscussed soparatony and
fogethar, Alse 0t Js shown how theso resilt in tha frect infonmodizio quoshionnairn, which wil
he snd 25 a discussion Hoece in the exptoradive nbeevicws.

6.1 Discussion on Agility

Whar discussing agility it is important e go beyond the mere
fashionable ph-ascs. Too often agility and is used a= a roaring caver Jp
far wvaguenass, The | nk or difference between agil v and flexibility is
rot always made clear. Agility goecs beyonc few kil by, requiring
structural  and  stretegic respanses,  while flexibility  sheould  be
zdd -essakle with existing processes.

Hewewer, it is difficult to BEecaome concrete on agility because current
theoretical literature i= also not able come up with rock  =olid
measuremart framowerks, nor @ commonly agreed en classification of
gdil by, Therefore concaatualizations in aspects (sensing and reacting
cazabilitics) and twpes of agility, howewer abstract, can be useful.
These clazsif cations can serve the geal of ircorporatiag warcus more
cocrete examplas aof agility.

Especially if these classificaticns are being combined with an iterative
gpprodach, for regJlar/continuous assassments. IF Chis is being done
consistently,  warioas  cantinuously  chznging  rankings  of  agility
prionties and gaps can be found. This can serwe as a starting point for
directing required actions te add -css the agility gaps fond.

Hewewer, in my opinion, this s anly the case if agility is made clear.
This imzlicates a clear division or relation between flexibility and
£gil by, boecause the atter might require mere radical responses. The
currenthy caescribed classif cation of ag lity types can 2e helpful o,
Altraugh this could Be a topic far further rescarch, which might result
ina maore suitable classification.

6.2 Discussion on SO/S0A

The warious interpretations on SO/50A lead to many paossible
definiticns=. Az stated before [ con't believe it is useful to corme up wita
z defirition of my own, another definition only becomes one mare of
woice in the cacephony. 'Wheile muddling through the theaoratical
concepts I came to see the links and relations bebween wvarous
concepts of Scrvice Odenzztion and Service Oricnted Architecturs.
Therefore I believe it is better is to taks them togethar into 30,504,

In a certain way SC5CA is a move back to the early tailer made
Information Systems, only now with an attempt to mass customize it
S0/=04 is miskreated if it is regarded as an all new approzch. I stems
from prior expericnces, ard has to bz applicd in the existing cantexts.

Attempts to define @ commaon set of principles ar viewpoints can Be a
ctep towards & better undorstending of the varicus aspects af SO/50A,
Howeaver, as long as the differencas in percepticn on S0 and S0A
remain, it is unlizely that a commenly agreed on set of principles will
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emerge =s00n, Tae principes of Erl are useful for & (thea-ctical)
zrchitectural appreach, Allea defined seme wizwpaints, bt thesa seem
te incorzorakte warous axis without being —omplete. Therefore these
bawe a limited applicability or nzed adaptazicns dae to a lack of
comprehensiveness.

W'hile warkirg through the tacory [ Became more and more aware of
the fact that S0/508 is not going te land ir a gresnfield situation, but
bas to copeo with curmrent systems and crchitectures. A SCFS0A
cpp-oach has to reflect this. It basica ly is, in My apiniar, an improwved
wiay aof working with existing ooacepts as EA and governance.
Especially the latter is inpo-tant, howower nat in the way of the 204
goverrance hype. Sovemance has to cope with 50/504 in the cxistiag
situation, Architecture, rales, meturity models and roadmaps are only
£ fow cxamples of what is required in a gowernance sething.

Aftarthoughet®t

In this cantext the phenomenon of maturity models i especially
promising. Maturity models could, if they are campaosed of the rght
zapecks, provide a good indication of where an o-ganizat cn stands and
what are the {critical) conditions te improve, & makurity model can be
£ first start in assessing the curret state regarding warious aspects of
S0/=04, If the aspecks requiring actien ace identified, these can be
incorparated in @ readrrap, detailing which issucs to tackle first. This
roadimap can be part of a 50A project but is mere likely to be
mainta ned in a competence center ar an EA group.

To assess where an organization stands an 3 scale of matarity, the
mocel of Sonc iz appealirg due to it's similarity wth the CCMII)
model. Howeower, from a point of wicw of applicability I persorally
prefer the maturity model cescribed by van d= Berg et. al. . Ancther
reazon i3 that it mght be pessible te cbtain histaric data en tais
maturity model.

Given the ovelving nature of the ficld of know edge of S0/508 T cxpect
that the rmaturity models on SCF5208  will qualify  for further
enhancements oo, Especially the people and process aspects might
require more attenticn, duc ta the evolving knowledge on these
zapecks of SQ/5048

6.3 Discussion on Organizations

Discussing notions like agility and 50/504 i= prone to become a
theoretical exercise If net placed in the contex: it has te ke appised in;
orgdnizations.

Balcly speaking I Beliewe it i= morc nterest ng to make concepts 3ad
technelegies come true in the organization itself, instead of dealing
with cach scparately. &gain in iy opinien; technolegy alane will net ba
sufficient when striv ng for  agility through 2705048, The latter
cpp-oach is ret likely to succeed in the end.

Motions lilke Service diiented Enterprises (SCEs! and zervice driented
Crganizations (S00's) are not necessarily new. But mere a way of
coping as best as possible with contincing challenges. Flexible aad

" This paf is addod as ar afforFhought, affor considoring the epinians in the inforviows on
the initial queostionnziro, the last paragrapn of this chaptor thoroforo soeoms B rmake o edd
oo,
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cdaptab ¢ structures and procasses can b facilitated by 50/504, but
will also requirz 3 mratching  attitude aad  colture. With military
organizations ds examples of agility of cld, it = rot crystal clear Jaw
this trenslates to business crganization.

Mumerous aspects are involved, ranging from architecturss and
structures to agraements and procedures, the cha lenge is to adcress
zll these aspecis in a coherent way applicable to cne’s own
cincumstances. Within the context of S2/528 and organizaticns,
goverrance is frequently labeled as the “crganizational® concept,
wihich has to face the war cus aspects of S0/204.

If d scussing gevearnance, we are quickly mowing to a comprehensive
discussion.

6.4 Comprehensive Discussion

Any organizaticn sheuld answer the questian if it saauld strive for the
full agility, organization wide, T shoulc it be strived for only
selectively? Ths -equires an assasssrent of the challenges faced,
compa-ed to the goals of the business{unit).

Tao rrake sure consicerations run alang the same line, a centralized
body of cxpertise iv the form of a (DICT ar COE is frequently adviscd.
Here a gieup of specialists and generalists, gach with specific roles,
a1 &ssist the organization.

Such an esntity shou d offer tooing a-d precedures for assessing it's
current positon in tye ficlds of agility and SO/504A. &n organization
should regulady assess what ag lity is required and what iscuss zre
bFinderiag the reguired agiity. Iberative approaches are awailable for
this, althaugh eften these still scom arbitrary in their assessrrent.
Howeaver, even an arbitra~y assessment car be preferable over no
zszes3nient at all.

The agility gaps are usefu because these discuss concrete examples of
fthe lack of) agiity. Howcower, otherflater resca-ches may find other
rankings of issuas regarding (a3 lack ofy aqility. To prevent a researca
from addressing only & wey smal number of concrete issues, wizhout
making b-cader generalizatiors possib e, agiliy types can ba useful.
Matching encrete  aqgility gaps on agility bypes zan help by
incorporating otharflater rankings of agil ty issues, In this way it can
become zassible to state in mers gencralized temms what aqgility can be
enabled by S0/508.

Ceontiwing on this new research could attermnpt to identify a temative
responses to agility types, not addressed by solutions offered by
S0/50A. This would be valuablz bezause governance is rot necessarily
chways able to tackle all its challenges with solutions offercd by
S0/304, (Alchough the otrer way d-cund is differant; SOMS04 without
governance is likely ta fzil, governance needs to ke inococtporated into
zny SC/E0A basad soukion).

This could alse use a number of concepts and tocls discussed in the
prior chapker, for exampls; meta models, roadmaps and matu-ity
mocels, but also mechanisms tc s&ttle on a8 granularity for a service.

Whar addressing zll these varcus aspec:s, whether in an active and
plannad approach of @ mare reactive arganic way, 3 powctful agent of
change can be releasec in an crganization,
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6.5 Intermediate Questionnaire

The theory se far was comprehended nooa first,  intermediate
framewark. This framewark addressed the main issues fram theory
znd sthempts te link S0/=08 with agi ity gaps.

Build up af intermrediale gquestionnaire

The intermedizte questianna re attempts te a-rive at en answer to the
main research questian in two stages: first a class=if cation of the agility
gaps an aqgility types is atzempted, Second for each agility gap it is
cttemptad to assess the imzact of principles aof 30/504A. These kigh
level principles are intenced te be refired in specific gaidelines by
means of accampanying nete bowes at the questionnaire  and
intarviews on the questionnaire.

The zrinciples used for the intermediate questicrna re are adapted
from tho wizwpoints defined by Allen. Bacause the viewpeints of Allen
Fave @ broadsr scope than the princizles defined by 2™, these ars
deamed more usable. Howeaver, as noted he'cre, the vicwpoints of
Alle- seem sometimes arbizrary or stating the obvious.

Therefore the wicwpoints of Alen hawve been adapted, accerding to
insights =ncountered in literature. Especially the reed far Governance
wids deemed important. The line of reasaning towdrds a more
comprehensive =0 of E0/304 viewpoints is clabarated in appendix
85,1, Perta of the intermediate questionnaire are incorporated in the
f3ub ] appendices A& 2.

Appifcation of Intermediate gquestlonnalre

The intermediate guesticnna re was tested zgainst boe opinien of
wariaus subject matter cxperts. They will be asked ta provide feedback
on relevance anc apglicability of the intermediate questicrnaire.

Initially the intermediate questionnaire was interded to be appl ed in
throe wiys;

1. General application by subject matter experkts; these
wioulc 2c asked to fill the questiannaire in “or the agility gaps
in general. The goa was to obta n a general referance base for
the typos of agility asscciated with the various zgil ty gaps (a)
gnd tre ability of 50508 principles to address agdil ty yops
{21,

2. Applleatlon te selected cases fram lterature; & numbear cf
cases have been encountered in literature, -egarding the
cppication of SCG/SCA at financial institut ons. Filling in the
inte-mediate guestionnaire for these cases codld provide an
gddit onal refercace 2ase for the azilizy of 50/5048 te address
zgility gz ps.

3. Appllcatlan te¢ dedleated eases from  practlee; With
cpplying thz intermediate questionnaire to @ nomber of
selected real life cases in the fingncial sectar, initial insight can
ke gained in the extent to which SO/S50& addresses the
curret top 15 of agility gaps for the financial sector.,

't Eris Senwice Orfontafion principlos are regarded as having more focus o architocturs!
amaiication.
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Part III — Refinement of
theory and questionnaire

"I by hottor o kaow soms of rhe guostions, fhar 20 of the angwors™,
James Thurber

1864 - 1961

Razsarch Ratlonale Part ITT
This part will centribute ko the research by;

v Discussing bow interviewe2s regard concepts d scusscd in the theary of the
priar part.

o Introduc ng different/new concepts on Agility, Servioe Crientation and Zervice
Criented Architecture

o Censtructing a rewised framowark and guestionnaire an Agility, Scowicz
Crientaticn and Service Sriented Architecture

Y According to quokationspage. com
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7. Interviews

This chapror dezctibos fow Mo infordows for SRl rosoarch wore congociod. The infondows
aimed for obtaining feedback an the theory and festing of the intarmediafe questionhaire.
First it is ospMained o Hhe infordowses vore soloctod and approachod. The eosualts of those
intordaws pore arafvzod qualifativoly, Follawing on this  is explained what tho rosalts of the
fteriors wore, this s splib up in feodback an tho theary and focdback on the gueshosraive.
If requrirad, additicnal rthearetical) concents are efaonraod.

7.1 Interviewees

Interviews were cancucted  toe gather foedback on the  initial
quastiornaire and to wverify the collected theow, These intervigws were
conductes wizh subject matter experts from warcus Business IT
consultancy firms in the MNetharlands.

Mathod of salacton
The itervizwees were aparoachec in two steps;

1. Survey of organizations; it was scrted out which largs
Business IT cansutancy firms oporated in the Metherlands.
Thiz= was dene throogh inte-net rescarca, consulting sales and
cansultancy  staff a: Cordys and  attending  professional
congresses-,

2. Approaching Organlzations; The onganizations found were
gpprodchec in warious ways using contacts from s3les and
consultancy staff zt Cordys, or through centacts wia the
inte-net or fram congresses. Sometimes these contacts were
directly witk peoaple speciaized in Busiaess [T integraticn,
Service  Drienatation/Ss  and or the finandal sector,
Otharwize it was asked if these zecople were wlling to
cocperate with an interview,

Approach of Tntarviews

All nterviews were ==mi unstroctured. A brief cutline was made in
cdvance with @ mindmap of topics te 2¢ ticked off du-ing an nterview.
Far this odtling see Spperdix &,

W'henower passible intervicws were recorded en owav format, these
cudie filzs were typed odt afteraards. IF it was nat possible to record
£n intervicw, the acotes were typed out. These typed oot notes were
offered to interviewees, to be revigwed,

Fallowing on this check, texts wers structured usirg concepts and
constructs from theory, This was put into an access catabase™? for
gqualitative anzlysis.

Feedback on the initial gquesticnnaire was used to modify and improve
the questionnaire. This appreaca implies that the cuestionnaire went
througa a numboer of iterations.

37 The congresses attended weie the "Cordial™ Congress in Putton on Soptomber 3" and 14
2006 and fhe "Carriera baurs”® in Amsterdam on the 8% and 107 of March 2007,

M The cmpty databasc §s providos on tho wobsite of the feculfy of social scicnocs of Fho
Erasmius univarsify, sno (hthn s Soma et pidewsra fAA cnepages/ it soffwarefnfeniews ).
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Fecdback from the intervicws was addressed in bwe ways. IF an
impartart missing link i thecry was cncouatercd it was incorporated
in the theory, Howewer nat all inzut from theory was desmed suditable
far the theerctical model, iF net it is being claborated on in this
chapter. Sec paragraph 6.2 for more detzils.

Names/Organtzations of Interviewees
The following peaple have bean interviewsad far this reseanch;
1. Eric Kruidhof
Cap femind, Consuitant
2. leroen van Dulleman
Abos Ovigin, Principay Consulfant
3. Sjoerd Talzma
Getmanics, Senior Consultant
4. Martin van de Berg
Sogeti, Sorvice Line Managor Architcoture
5. Art Ligthart
Ording, Princina! Soiufian Archifoct
6. Andries van Dijk
Dalpitbe, Sonior Managaor IT Stratogy and Archifociue
7. Ronald Verschoor
Accentive, Senior Manager Scittion Desigh
B. Edwin van Dis
Logica UM, Consultant an Architocture and 504

7.2 Analysis of Interviews

The analysis of the explorative incerviaws was caried ouk usng the
zccess database Interview Ztreamliner. All worked cut texts of tha
intervicws were imparted after Beirg serted out on tap cs.

These topics are equal to the topics discussed in the Thecretical
moceal, sec part [I of this thesis. Also leck at Appendix AS.2 for an
overview of ha terms of analysis used.

Acditional refining of the tepics wes dene to provent overlap and
combine related topics.

Because the sxplo-stive interviews were conducted n Cutch, this
database a so consists of nozes in Dutch, IF reguired, ktrarslation is
done during the analysis.

& consideration was made or the -esdlks of interviews had impact o
the theory, er that it skould be dealt with separately form the ow sting
body of theary.

Thi= censidzration was made by the theorctical uadersinnings cffered
in an intervicw, when tha theary aspect addresszd a gap in tac
existing theery or when the stat=ment was supported by the majority
of tae intarvicwoes, If th s was not the case, bt Eae staterients weare
worhwhile ta incorporate, this was dons in this chapter
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7.3 Feedback on Theory cn Agility

This paragraph discusses the feedbac< on agility received during the
interviows. Of requirzd, concepts are claborated further with their
{theoresical)l underpinnings.

Agility

Acility i3 scen as the capacity to antic pate caanges, athouga the
differance betweer agility and flewibility is not alweys perccived as
vely sharp. Sorretimes the concepts are even not defined. Although,
the necd for (partialy agility is regarded as a requirement for success
of arganizat cns, for example crganizations in a stable market wita
commodity procucts er which hawe to coweclude dsks as much as
possible, will have far less need far agility .

Standardizztion can be an approach to achiowe acil by at large, butk it
can | mit the capability to provide true “tailor made’ service ™. Acil by
should be striven far selectively, not all (parts ofh organizations reed
te be agile, this is perceived as a serious flaw o the current claims en
zgil by

Anather issuc rega-ding agility i= the difficulty in measaring agility,
theoretical concepts as sensing and reacting capakbiities are right. But
Fow ko measwere this objectively in practice s regarded as difficult, the
=ame applics to rankings of agil ty gaps and pricritics ',

Durng the inte-views master thesss were encountered con the
combinatian of 504 and DPM. The combinazion of S04 and DPM is
chesen to address (business) agiliby/flexibility issues, Howewer, bato
rescarches oould net deady canfirm thet the camb natien of 554 and
EPM alons would be sufficien: for achievirg zgility/exibiliby '™
Eesearch of Cap Gemini confimms this o the extent that SCA can be
cnabling “or achievwing ag lity, by previding agilty ta IT itself. Gut new
cultures znd business medels are recuired too, S04 at it's own will not
ke doing the job, but can be a prercquisite’™. S04 can espec ally help
zchieving agility in complex environments, often this are larger
fmultinational]l arganizations.  Althaugh  seraller and younger
organizaticns cculd apply S0OA& too to mzintain their agility ™

Agiifty Types

AltFough mot commenly known, the division of agil by in waricus bypes

o agnlity and Hexihifity [Lighrhart] and the need for agility FKrwiohof] a5 researched in the
CTeY survey of Cap fomind [Cap], manfirmed by Ropald Vorschoor [Werschoor) and Joroen van
Dullemen [ Dollaman, Andrics van Diik porcoives & wack of clarity o what 1s imoant by Agility
o],

" According to Joroer van Dullomen | Dullemen)

Y According fo warlous inferviowens Fligrhort], [VYorsohoor]

Y7 According o Andrins van Difk jOik]

" Qoa Fho inkorviow with Art Lighhart | Ligtharf) and Joroan van Dulicmen jDuliomon ).

Y Buginess agiilty is hampreed by lagging TT, while the shanging covirgrmont shrosses S
noed for moere agility [ Woltshoown, pbd 59) Bosidos improving Foxibiliby by aodrossing
compMaxity, flexibiity might sisc be hamparad by S04/ NVeocn, plT] An T diviven
aopraach 3lonc is et sufficiant | Woltshoorn, pba ),

" According to the OF0 survoy of Cap Gemind [Cap, p23 24]

"M Arcording to Eric Kruidhod FRiidhof],
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makes scnse to the intcrviswees: bowewer ofter the types agilicy ars
perceived jointly under the concopt of (Basiness) agil by, Some want t2
gdd  legal cimension to the & reacy formulated agility types *

Some intarviewses regard S04 as a mean to addiress “praocess" agility;
parts of the internzl system and structu-e are composed in cErvices
znd tied tagether. Hawewer, this dees not imply that other agility types
zre nct affected by S0A, but "process” agility is the most ozwicus
one . Others wonder which part of agility can be addressec by which
part of 30/504. Are those anly the coencepts, or orly technology, or
bath? #!

Agifity Maturity Model

Cne of these thesis's created an agi ity matur ty model, from an IT
point of wicw. It incorperates five phases in achiowing ultimate agility,
DA and BPM are in this model seen as the ultimazs enabler of
zgil by, See figurs 20,

Pizzel Frase 2 | Phzse S Fizsed “rased
Han idexetia Por: iz Soirt hessage-Jdered Ztarcarcized S5 & BPH
iTecrehion Hiddle--are S2MizES

P ﬁﬁﬁ ﬁé’?? %ﬁﬁ

Business Process : I : g

Management . ; i = BFH

Process logic 4 ! |
10 0 11 0 1rC e 0 Ess L

Data +H M oI I o
4 4 U A g1 L L — I : —TT
4 H O H 4 d L L | - | | |

1 1 [P I —
Application logic D J] ‘ :| i|

[0 =Businessdomain [ =IT domain

fhigure 20 This figure is creatoa oy Welthoorn, 25 an liusfration nf
e vatiots phases i achiewing agliiby marurity )

Accard ng to a rescarch by Cap Semini, people are -he most important
enabling factor for aciliby although this cannet help zchieving zgil by
clene; “Agility is z2a=sed oan a well kBalenced triangle of people,
processes and techrology. of one of those areas fails, agility does not
wark!* . This points at a szriaus drawsack in the agility maturity medel
becauss the perspective is on IT alone. Other issues 3lso requirs

Y Ancoeding to Eric Kruidho feaigdhof] and Kegighof and Ligthart on Agilite tppos [Kruidhaf],
i Ligthait). The fowr aivcady dofined agiity fypos arc procoss, product, nofuwork and markat,

TV Accarding o Martin var de Borg [Boeg] and Ranald Worschoor MNeoeschoor]

" According to Andrics wan Diik 1 Dik |

Y Wihoorn, pEF 371 I s tsefid for a guick giance, Aowover i docs sot take politicgl,
cuitiral nor peychological cawsas are nof incorporated [ Wolthoorn, p15 16,

MU Pppalo aro rogarded 35 most Impectant (40900, camparcd fo Systorms (23,8%) and
Procegses (20,7%), accotoing o the CIO sunvey resaareh) of Cap Goimind fCanp, ni6gg
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gttention. Thiz is not addressed in the Agil oy Maturity Madel.

7.4 Feedback on Theory on S0/S0A

This paragraph distusses the faeckbatk on 52/504 -ecaivad during the
interviows. Of requirzd, concepts are claborated further with their
fthearetical) underpinnings.

Service Opientation f Service Grienbed Architeciure

The difference between 52 and S04 is perceived differently amaong the
interyiewess., S04 (5 3 term cained longsr aga ard wth more of a
rame arounc, thercfore it is prefoerrec by same peaple. Althouch all
intervieweas agreed that the notion of S04 gaot owvarloaded with a
range  of interpretation from technelegy  te organizatiors,  and
eve-ything in >setwean, Taerg®ore other interviewess preferred to
discuss 50 a= an cncampassing paradigm with an crganizaticna fogus,
znd SOA merely as a set of kechnolagiest2,

Cne way of another, the different azinicns do not rule 2ack other out,
most agres that the nation of ECA is sailing under false colours; much
more than only architecture is meart.

And yes, it iz known whst ECA also means in Dutch, Certainly IT has
by now became bored to death about that rather stapid joke ™,

The notien of 204 i= already around since 2000 2001 or sa, but anly
since about 2004 the buzz is gethting around. Especially standards and
technelogics for administration o S40& contribute to the grewing
interest and application. 2005 is commonly perceived as the year in
which 300308 came forward into the main | ght-*. Standards are
more applicable o- the ITftechnical aspects of SC/508, businzss
carvices will be more specific tc each organization itself™:.

S30/204 i= regarded as ar important collection of best practices and
rew technologies, But scme intzrviewses Fave their doubts if it is
ghways in cwery case the ene and anly salutien. The castirg in services
requi-es a certain amcunt of sta-dardization that can enhance
flexibility, but al=so limit it. Crganizations with more stand3ardized large
=cale processes might be mare fit to commence with the SC/S04
endeavor, tkan specialized organizations™".

The applcation of SO/2CA resulks in a myriad of notions a-d
gbbreviations in the sense of “Service Criented .7 etc. Altheugh
fregquantly pointing at  interesting  wiews, the wslue of ancther
gbk-eviation is dcubted. Detter would be te cast it intz existing
comceptsstY

Acility in an crganization should be striven “cr selactively, nzb all
{parts of) o-ganizaticns need te be agile. Continuing on the perceived
link botween agilicy and S0/504, not all parts of an ercanizatior might

;
L
1

42

Sre varols inforeiowens with o peoforonoe for Sorviee OFonfog Arvchitocturs (Borg),

Vovsocraor !, whila ofivors profor Sorvice Oricntshon | Ugthart/

T According to Marnin van do Borg on S04 [Gerg] Note for the ner Durch roador; B
ablravigtion S0A rmoans i Dotch 'Soxually Transmittabic Disogzos’ (5T ],

14 Arcarding fo Martin van de Beryg and Eric Kraidhof on 504 [Berag), TKruidhef],

"t According fo Bdwin van DNs on standaedizafion and Agiiby | Disf

M According fo various intorviowoes | Doltcrnan ), SVorschoor ),

10 Accarding te warisus intorvicwens | Dullemeny, [ Uigthart), | Bora), Weorschoes),

4
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recd S0/504 equally’ ™. Another consideration can be the recuired
reliakility of @ (part of a) system, i© a high degree of reliability is
required S0O/504 will not always be the best candidate 4%

However, with Z2/504 being a collection of best practices and
experiences gathered througheot the years, it is being zpplied More
znd mare. Bven arganizations not wa-king en SO/E08 themsclvas,
might get in touch witk S2/504 when buying new applicaticns with
S0/S04 incorzaraked 1.

S0/=04 is suited well b2 bring a number of advantages, renging from
flexibility to cost reducticn in some instznces. But anly striving for cost
reductions is not deemec a viable approzch ™

E0/5804 Principles and Wewpolints

At First principles and viewpeints on S0/5C4 are appealing, bat often
lacks in campleteness ar varying perspectives arz found. Acding £ this
iz that these principles and viewpo nts remain very high level and
therefare wagus, ar a very narrmy (technical) scops is taken. Tao often
the abvious is stated again™,

The mest impertant owerriding  prinegiplz should Becemie that the
businzzs intzrest is guarded. Principles might be nice fram a
theoreticzl peoint oF view, but in practice a more pragmatic apzaroach is
preferred, Jne s not canstantly switching sack o princigles when
defining a service'™".

Busfness Process Management

The combination betwsen S0/504 and BPM s recognized, bat the
specific filing in of the comzination is not zlways crystal clear. Tha
cambinatian is nade becsuse defining serv ces on the IT =ide alone,
will net reap all the advantages offered. Some avarlap is perceived
between the 52500 BFM Combination and Govemance facused an
processes *_ But especially the BPFM issue i= new to pecple aod
therofore ofien not wel understeod yet, 55,

Architacture

The notions of {enterprise) architecture 3d-e becominc  better
demarcated. Simply speaking it is the cellection of all the models Lsad
within an o-gan zatier, this showld ~egard more than technelegy alone.,
In this context sime wark on standardizaticn is carried oot For
cxanple The Spen Groap Architocture of Framowars {TOGAFR)
composes a “rameworle of wvarious relevant wiews con architectura.
Within the Metherlards the Archimate projece aims fo- this, as well as

i Accarding fo warlous interviowens fligihort], [Verschoor), (Dulleren] and [Dis]

M Acrerding ta Jarcon van Dullcmon on rolebilify and SOMS04 | Dullcmen). Contingoncy as
mmare foctsed nn Raving Phe opprapriate bookup of data, whiln Contiouity s moro 2bout Baving
i means ra got (arts of) basiness Up and raaning ofzcwhore I regurived.

" According to Markin var do Borg ana Joroon van Dulicmon | Berg ), [ Pullomcn)

" Accareling fo Erein van Dis on Comprofonos Dontors i fie Tght of S00S04 [Dis]

" According to various Interviowoss | Dutlomen [igtharty, [ Borg), | Kaidhof], | D).

YT According to various intervieweas on Brinciples TBarg], [Macting, [ligthart],

" Acearding fo various intorvicweocs on SOAS0EM aad BRM [ Krwidhef), [Borg). Lighhart),
[Kruidihefy and | DS/

" According to Joroer van Bullemen on BPM | Bullcmen)
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consultancy firms like Sogeti with their DYA approach'™ . Often thic is
pp-oachcd threugh varicus vicwpoints, TOGAF definzs cight phases of
grchitecture, which can be wviewed in a continuous architactura
developrent cyde, see Sigqure 2157

—,

Pralim:
Framiwork
and
Principles

&

Archilesture
Wishan

H. B
Archieciione Busmess
Change Aschilectum

Management

G.
ImplEimesntation
Governancs

/ F
Megration

|nfarmatian
Sysfems
Archidecturas

Requirements
Management

D,
TenGhrsobargy
Architeciune

Flanning

E:

Orpportunibies
and

Satutions

Chguee 21 @ depiction of the arohitoctors dovelopment ovicle az
doscrinod By TOGAF)

In this conzext 504 is regerded as a1 architectural style that can be a
salukion to specific needs. [t affects all aspects of architecture.
Enterpeise Architecture exists anyhow, and if SG/S0A is £ solution it
can ke applied ko the EA. However, often =04 is chosen first whilz2 <he
problam to be sclved is not always clear. Logically this sp2roach i= not
zdvizable °F

It is regarded better to discuss S04 in the light of the current structurs

" Arcording fe vareus Inforvioweoos en architockure and rolated notions DGk, Lighharet),
FBarp], Foulermeany

"7 Az doscribod on the wobsitc of TOGAF [ TOGAF]

" According Fo waripus inForvicwoos on S04 and architecture [Borg), (Lighrart), DKL
{Guliomany and 005 ).
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gnd situation. Feor example Ording tries to intreduce rew issues as
least as pessible, wher corrmencng on 504, Their SCCRATES
cpproach tries to find the required adaptatian for 504, instead of
defining  frem scratch an completely  now  situaticn. Enterprise
Architecture s rzlewvant in the context of SS/S54 to plan further ahead
than the immediate Future: where do the bosiness and IT ne=d to be
within thrae to seven years?-%2,

In this context the remarks was made that o-ganizations should strive
far their cwn course of action rega-ding (enterprisc) architecturs,
regard ass of tqe involved partners and supp iers, The reason is to
obtain a =2zkle lang term course of action irstead of a “webbly waggle®™
kased on apinions of zassers by,

Readmagp and Maturlty Models

warious maturity models exist for 04504 and 3qility, =nd many
consultancy  organizations cheose a best of brocd  approach in
constructing ane of their own .

Far cwample Segeti descrized 3 maturity medel in coordinaticn with
IEM. Scc the theory far a mare cxtensive description.

Anather examp e is Accenture, which created a Capability Matturcty
Medel (Improved) CCMMO like matority model witk four phases;
&wearzness, Initial Ceploynrent, ESE based S0A and Induostrialized
Lifecycle, The “irst twe phsses kake at least 18 meonths, whilz the
consecdtive phases can take 18 uz to 30 months each. Implamentirg
S0/504 is 2 task taking years ™,

Mat arity medels can be combined with readmaps that show peossible
courses of =cticns n the mplementation of SC/504.0 Hore alsc a
spectrurn of actions iz availabe frem bkotzom up to top down
Epp-oachos. Bottom up usually starts with the IT, while top down ofteq
cames with tha moment that managemeat starts realizing the business
value of SO/30A ™. Dest of course wauld be a combination.

An =xample of readmaps are the “high performance rredels” of
Acoonture, which dezzil for warious industrics the main pracesses in
organizat cons, from  pracess fows to definitions of standard
webservces, This focuses on three issues; differentiation 2n the
outside, simplification an the inside and an exzscution repositary ™
Hewewer, ideally cach orgarization comes up with it's owin roadmzp,
cpecific to it's own situatior and circumstances

Inkeresting in this context is the attampt of Logica MG o arrive at a
commonly accepted maturiby maodel, The valee of such 3 standard
woulle be that it can be applied ac-css cifferent orjanizations and
=ystems, and prevides comparablz resdlts. Hdowewer, this attempt is
ctill in the early skages™.

Y Accarding o Art Ligthart on Architochuro gnd SCIMATES [Ligrhart]

" According fo Edwin van Dis an Erforprise Archifockt and Compofonce Confors [Dis).
0 Accarding o various inferdiowess [Lighhaet], [Oerg, Yorschoar ]

" Accarding to Ronald Vorschoor on Maturity Modals | orscrnor]

W Arcarding o Ronald Verschoor en Martin van e Berg Néeischoor], MBergl

" According fo Ronsid Vorschoor of Acconture [ Vorsehoor ).

" According to Edwiny van Dis on Agitify ane readmaps | Dis|

" According to Edwin van Dis on Maturity Modois | Dis]
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Sranularity

Some interviewees pe-ceive granularity on a spectrum from fine (IT
lewel services) o coarse grained [Business proocss lowel sorvices), in
which the ideal granularity cepends on many un que factors, Alkhough
it i 7ot always troe that small services are technical  and cocarse
=etwice are business focuscd. Therefors it is by some iaterviewees rot
deemed likely to usze a strict classification of levels of granulanty, as
cnoauntered  sometimes  in tacory. Although  enterprise and
departrent—levels can in general =asily be discerned ®.

In practice the start of S0/504 is often a bottem up process starting
zt the IT level; e use is fasiest here. SOnce crganizaticns hzwve a
certain amount of services defined, they often realize that the defined
corvices have a strang IT scope'™,

Acding to bhis is that ma-y arganizations apprcach the cefinition of
scrvices and their granulanzy not yot in a methodical way ™. Mester
Dzta Management is regarded &5 an impertant issue for contralling
data, which can ke translated o matching scrvices. Bub many mors
methods exist’".

The warious levels of granularizy, combined in compesite sereiczs, can
casily lead to the chaos of the future without geod gowvernance
mechanizms'*".

GFovermanca

304 governance is not perccivec as complately different fron peiar (IT
ygovernance issues, basically it comss down o adapling existing
ctructures and practces to the SCYSDA way of weorking. But meny
orjanizations {in the Metherands) are nobt ywet coping professicnally
with [IT Jgovernance, let alone S04 governarce, Therefare the nat o
of S04 gewvernance can sccem a wery camplex and difficult issuz, better
iz to focus on IT govemance and adapt this where necessary to
S0/50A%, Sametimes even extarnal organizations are hau ed in o do
the govenasce of an organization’

Some -ogarc S0& governance &3 the mare organizational part of SO&,
Cwnership of services should 2e located at the business side af
arjanizat ons . Issues as cost, quality and risk control skculd be
zddressed, this continues with the ficlds af Business Contingency
Management anc bBusiness Contiruity Managemenk., Others regard
ownership and granularty of services as issues to be sddressed by
Sovernance s,

Cne way of anothe-, gove-nance is regarced by most interviewess as
£ wery impartant aspect of S4/504A, witbout govemance it is deamed

Iier

According fo variews intorviowoos on Granolarity Vorschoor)!, [ligtharef, {Borg) ana [ Dis),

A Accarding fo Martin van do Gorg [Borg).
ﬁ‘; Acearding fo warkous nfordoeens an granifacity [Dgrhaet], [8era], fOGET
' According to Art Ligihart on Granetarity | Ligihact]

s

A According o vatious ntoricwees [Ugthact], Vorschoor], [Oi]
* According te At LigEhart on Governanoe | Ligikart]

YT According fo Sjoard Talsma an Governance [Tahksma]

'™ According fo Markin van do Borg on S04 and Governanca [ Aorg)

' Accarding Fo Jorson van Puolicrion en Gevornaico [Dulicmon) and Ronald Vorschoor on
Goaverizanoe | VYorsohonyg
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Lhlikely —o obtain a successful SC/SOA project '79.

An inkeresting dime-sion o Gowermarce shows when dealing with
geegraphically dispe-s=ed organizaticns. This leads to splits betwean
centralizatizn, cocorcination and  lecal presence. The setup of
governance across all lacations sequires a clear visien a-d approach’™.

Within the practice of SGovermance strong  attention te Change
Management is requirec, This can Focus on tecnical changes Eut maore
impartart is the humaaforganizational aspect. In the words oF ane
interviewes "Systems deo not resist changs, it are the organizetions
znd poople around systoms that resist change™'™. This points to the
impartance of “hange Management.

Another izeue required within the practice of govemzance a& Service
Lewel Agreements (ELAS). Howeewer, depending on the spen of caontrel
require the SLA's can be mades ap at the level of compoeitz services.
These represent logical {interdependentd greupings of =ervices, waich
could alsc be obtained {partly] from exterral parties. The latter
require mere formal SLA’= tao get clear what is expected from a
t-ansaction'™. It is regarded unlikely that serviczs will be decompesed
into the smallest level possible, sccomzanied by SL&'s. Alsz the
prinziple of loose coupling of services is deemed unfeasible. This is
beth contrary to some theerics on SO/S04 7,

Wher composing services warious approaches cgn be taken. One
zpp-oach descrized incorporated three angles of azproach; enterprise
process decomposition, enterprise data modeling and an interaction
Ectweon the prior twa ©,

Governance at least needs to provide mechanisms to find an
Epproprate  granularity  for 3 servicc. But appreaches  and
clzssifications differ, most prefer a pragmaszic approsch ™.

The stance on -cusability of services is shift ng frem wanting ta reuse
zny service, to reuse of (businessiprocesses creaked with {t=chn cal)
scrvices. This has impact for the scope of govenance ™

If composing a (compesite} sorvice the oxpected lifespan noads to be
incorporaked in the design. The extent tc which a “service™ shculd be
=eb up to fit in a SOY/SCA chvirenment depends on the reguired
integration witk legacy and the expacted time of uzage. If 3 service is
cwpected te be required for only 3 shart period, less rigid -cquirements
might be recuired ™.

7.5 Feedback on Theory on Organizations

Thi= paragraph discusses the feedback o©- organizations received
during the irterviews. [If required, cancepts are clabarated further wita
their {theoreticaly underzinnings.

Y Arrerding te mwrost intordiowens on Govornanoe | Talsma), Vorscheory, [Borgf, §Kruidhef),
fouiiemen) and [OGET

40 Acenrding fo varipws infordowess on Govornance ang iocations [Kesidhof], [Borg)

' According fo Edwin van Dis an Orgarizabions | Dis},

' Accarding to Erin Kruidhot on thitsaurcing [Kondhof]

" According to At Ligihart on Sowrcing, SLA and Gavernanoe | Ligtiart]

Y According to Art Ligthart an Garantlarity of serices ahd Governance JLigthart]

" According to warious intorvicrscos on Granelanfy and Govorrance | Vorsekoor!, [Borg).

" According fo Edwin van Dis on Govornance and Granwianity [Disf

Y According to Eric Kruidhof on Governance and life span of sonvices [Reaidhaf]
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Organlzations

Whan combiring notions as agility and SCfECA soms interviewees find
this teo abstract, they rather profer to discuss concretc appl catian of
concepts and zechnelogies instead of referring to notions as agils
organizations or Scrvicz Oriented Enterprises/Organizatians ™,

& passible implication of SC/504 at the lovel of an arganization is the
division bebween frant end and bzc< end and a medularizaticn of the
overall organizatien'™,

Competence Canters/Shared Service Centers

Garner introduced the term of [Integration] Competence Centers, and
cnvisioned this a= a zermrancnt entity in an argznization. The (IICT is
foreseen s a penrmanent ertity because of the scarcity of the
capabilitics and knowledge of the peaple irvo ved.

Howreower, according to samre intorvicwees, (IM2C'= are often st up a3
ternporary project teams and grow organically, This has mpack an
iszucs like {influchcingy coltere, (palitical) powicr a~d continuity. In an
idesgl situaticn these project teams becoime therefore embedded in
cwisting  erganizatich stracturcs. The approach Eken by =ome
orjanizations wor<ing with 50Q/524 is b create a small core unt
starting with a preject, which might later evalye further. ®7.

Zthers question the need for centraliziag CC'=, because in larger
gecgraphically dispersed organizat ons experts are sprezd amund too.
The striving for centralization af Gowe-nance in a single CC is cottrary
te the prilosgphy of cecentralizaticn enabled by SO/50A
Zentralizatian is net always the best selutior, maybe for seme specific
specialties, But a <lear need for goed collabeoratior tools i alsc
percaived ©F.

But the accd for a coordinating body, that scts standards and minds
the architectural and govermance issues on the long termn, s
recagnized 2y many interviewees. '™ This cspecially shows if an
organization uses =004 noan effort o cutsoarce certain s@rvioes.
Preferably ownership of a service i3 then lecated &t the susiness
side ™, Withia tis conste lation Architects play a pivetal role, but it is
remarked that it i= important that Architects adopt a facilitating role.
Final decisions read ta be taken by management invalved as LD3
owners and Program boards., With LogicaCMG this is perceived &5 a
triangular caonstellation betwesn ente-prize archizeckure, enterprize
programs znd cnterprise strategy and planning-™,

& prablemn s perceivec in the amount of knowledge owisting at
cpplying partics. Cansutancy aad Indezendent Softwere Vendars
{IEV's) already have accumulated a let of knowledge ard best

" Accorging fo various nbcrvicwees en SO/, agifity and Organizations | Kruidhef),
[Talsrmag.

Vit Arcording to Jorocn var Dullcmen cn impact of 507504 on arganizations fDatliomen] ang
Ljocrd Talama an issucs adarossed in organization by S0/504 [ Tatama).

W Acearding to Art Ligthart on Compotooce Sonfors [ligthare], Jorecn van Dulicmen and
Ardrics van Dk [ Duwilcmen (. 1 D).

Y According to EXc Kreidhof on Competence Cenrers FEriidhof]

" Mpct intcriowcos agrood on Bhis (DR, Rraidhof), [Lighhart), 1 Borg

" According to Markin van do Borg and Ar Ligthart | Borg ), [ligthart]

"' Accarding to Edvan van Dis an Gavernance and Grganizations jDis).
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prack cos. Buk the customers, which hawve b apply the knowledge on
ZC's, rely heavily an consultancy and ISYW partners. Somet mes this
rezults in regularly charging zolicies, due ko changes in partners
Hewewer, especially the customers necd ta st a clear line of zparoach
te which futare projects hawve te apply, to obtain 3 corsistent and
steady policy ™. This implies a clear and committed paolicy and
imvalvement of ftep) management

7.6 Feedback on Questionnaire

The guesticnnzires initially matches viewpsoints and zrinciples of
30/30A8 an agility gaps. Each gap was matched on 3 scparate pane,
with principles af S0y5 080,

Hewewer, the viewpaints/principles are too often reqerdec too abstract
znd high lzvel. Alsa is the scoze an principles toa narraw (Erl principles
facLs more on an architectural appreach alone), or do the viewpeoints
cccm to be random and incomplete-53,

Also it was frequently stated that it is difficult te draw a clear and
distinc: link between a wicwpeoint ar principle and an issue to be
gddressed. ML_Itiple explanations and in-erpretat on can be provided'™.

Regarcing the types af 2qgility, the concopt was deemad interesting but
g legal entty was missed. The ag lity gaps nesded maore sxplanation
an thair meaning. Clustering of zgility gaps was suggestad's®,

Cwverall the intermediate cuestionnaires were =omretimes deemed too
dense with informazion, mo-e selection and more exzlanztion was
zzsked for. Legends, gquestions and delingaticns should e wisible ir a
single averviow. Alsa intervicwees wordered or they were suzposed to
fill the guestionnzire in based on a specific case, or from their
experience at randem. Tha latter was deemed as difficult cue to a lack
of a clear exanple ¥

7.7 Conclusion on Interviews

This paracraph summarizes -he brosd cutlines described in this
chapter. This is split in consideraticn sterrming fram te interviews
conducted, and a personal view an the results of tae interviews.

Surmary on Interviews

Acility is dzemed important for organizations in te currert changing
word, Howewver, agility alone is rather wague, Specifying it nore
through agility types or gaps car be uscful.

The interviews clearly showed the range of different opinicns o0
S0/=048, VMarious  inkerpretations were given, but  owerall the
interpretation did net excude czch other. S04 is sometimes preforred

Acearding fo Edvdn van Bis on Compotonos Coniors (OS]

Arcording toe watfous forviowons anoan intormcdiate vorssion of e guosrionnaite
I Talsmaf, [Borgy, | Detlameony, [ Kridhof!

Y Arcording to varipus intorvicraecs on an informediare vorsion of the guestioanaive [Borg],
fooficmen |

W Accorging to varfous intervierses of an intormenizfe version of tho quostionnaine
Tligthart), (00

i Aecoraing bte warfeus intorwvicwioos en ar infonmodizic worsion ef the quostionnainc
ITalsma), TBorg), 1Dk S P Dullomeny,

3
3
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because the tenm is used and known worldwide, Howeower, taat S04 is
cbeut mers than only architectu e and technaolegy is alsa recognized.
Service Drientation s not alwsys recegnized, while others deliberately
stress the broader scope of 55, compared to S04,

S0/=0A has impact on a range af topics in the organization. Especially
grchitecture is affected, but alse issues | ke gowvernance. Iceally
S0/=048 is ngh started from scratch but implemented in the existing
{organization) structures and ertities.,

&All inkerviewees agreed on the impeortance of ceovernance, without
governance SS0504 s net deemed likely to succecd. Some practices
for governance were discussed; most important is the involvement cof
business in this process,

I=sues to be addressed By Gewe-rance are owner=hip, (terms of) use,
granularty and stendards. Fo- this, tozling and framewoiks ars
evailable. Matirity madels are cspecially importan: because S0/504 is
g leng tarm project which requires learning end & dedicated build up of
capabilities.

Crganizations can cammence with SCSS0A, but wil hawe to adapt in
some wsys Frequently a canter of knowledge and a cocrdinat ng bedy
gre created in afn) (Intcgration) Competeace Center. Other parts of
the crganization might be affected by modularization and thinking in
front and back cnd departiants.

The owerview of the initial questio-naire 'was deern=d poor and the
tekal questionnaire was found to ke long and tadious.

Parsonral view on Inlarviews

The zwplorative intorvicows we-c chormolsly helpful in saarpening
ideas and concepts. Somet mes first crafts and idess were floored, but
maore oftzn confirmations ar lcads were provided.

& personal view on the interviews, together wth toe theory of the
prior chagtars, will be ivcorparated in the discossion.

I became more and mare aware of tha possibilitics offered by S30/504.
Howewer, at the same time, - became more and mare Conyinced
30/204& i= nat entirely now and certainly net alwaws the salation
requi-ed, Also it struack me how madels are aften avarly simplistic, for
cwample the Ag lizy maturity medel assumes taat onece an arganizat oo
Fas S0A and B2M this can be regarded as & agile wrganization. zuch
simplification gnares many other aspecs waich were discassed by
interviewees.

Especially the need for adcressing res szance and proper change
managenen: came farward during the intervicws. This shaould address
sttitude, culture and peolitical stakes.
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8. Framework; Service Orientation vs. Agility

The Hheory and the cxplorabive inforvicwes pvide a sofid graond for the constrection of o
framowark that can Be used as 2 rosoarch ool Docausoe of He armalicgiion oo research oases it
will bo jabolod questionraine.

First same congidorations on the concopts o be addrossod will be provided. Those
carsidoratiaons  stom o Fhie theoory and the osplorative Infordiows. Soonndly e
guinstornare will b0 clgbaratod: incleding seales cxpocted formal of anseers, as weall as e
aipication of the guestichnnalire,

8.1 Considerations

The goal of the Framewaork/cuecsticnnai-c is te cbtain informaticn
required far answering the main and sub ressarch questions. For this
£ number of considerat ons are made regarcing the concepts and
caastructs of the rescarca questians.

IUltimately a conpacdson betwesn aaility on ones axis, znd S0/504 o0
the other axis, is made.

Aglifry

Acility has been defined in the theory as extra ardinary Flewibilicy
requi-ing structural and strateg © respenses. In tac interviews Lhis
definiticn was na- challengsd, but 3s was noted v theory toz, the
scparation between agility =nd flewibility s not alweys made that
sharp.

The types of agility are not @ construct encountered in sdientific
lizerature *’, but basaed ¢n an zrsicle on the website CIO.Com, Nar were
the types of ag lity abways d scerned by all intervigwees, somec referred
to business agility in gencral.  Howewe-, in the context of SO/504
elaborat ng the agility -ypes might be useful, Beason for this is that
the claim is oftca made -hat 20/504 makes crgarization agile, but
this caim is too aften net specificd amy further.

When elabarating the notion af agility it was encountered that
measuring agility concoretely is difficult, or @t least prone ta arbitrary
chaoices'™.

To aveid this ‘problem’ existing lists of agility issues can be usad.
Warious lists can bz found, and the owac: ardor of these rankings will
change frequertly. 4 sound cancidate is the list of aqgility gaps creazed
by Oosterheut and Hillegerskerg., Heasan for cheasing their list of
zdility gaps is that this ~esaarch alse relies heavily on their articles far
the definition of agil by!*>. But other rankirgs of agility issues could be

1)

Tha noticn of varicus bypos of agility was eaaptod frovm an arficlc publishod on Ehe wolisito
CTikreen, This articlo statod o mumher of questicns for IO, Bom these guostions inftigily
four tynes of 2gildy wiore goducted, peaduct, procoss, ockyark and matr ot

Mih Bpe Dverbiy's Framowork, which askcd Far an ndication on sonsing and rosponding
capabilitics. But this Jndication, affthough based on seme forrmdlos, basically rofics onoan
cxports gpinion/cstimation.

Yo be rruiy horest; the articles of Hiliegersberg and Onsrorbout wore wsed fram the carly
gtart of Enis roscarch, othor rankings of agility issucs ware anly anceontorca 'akor, fong afftor
the initiation of Ere roscarch, Mebfching thaso agility gaps an agitity typos can proviao an ogsy
start for Mcorporating sahar Yankings oo,
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chosan too.

Due te the time dependent nature of agility ssues, agility should be
gdd-esscd in ar terative prooess of analyzing planning and actions.
Far this various cycles are possible, bub it is intereszing or this also
Fappens it a skruckural way at crganizazions.

Service Orentation / Service Orlented Architecturs

Theaoty and ewplarat we intervicws paointed te 3 not so clear distinction
betwesn "Service Crientatior™ and “Service Crieated Architectura®.
The-efare this thesis freguently uses the compasite abbroviation
SO S04,

The ewplerative intervicws alse showed that, although attractive at
first, principles and vwiewpaints of S0/5045 are or koec one dimmensional
znd detailed or incomplete™”, Therefore a simple framework with
principes en anc axiz and aglity gaps an the other axis will pravide
incomplete or trivial outcomes, Attempts b2 construct an improved set
of principles/vicw2aints are likely to torn into @ thecretical 2we-cise
which will remain too high lewel and abstract ta be troly useful for a
questioangira.

W'hen discussing S0O/S0A, while taking the technical "nats & balts™ far
granted, a maturity maoadel may address all related topics (lika
governance, readmaps, Jranularicy and  architecture). Ideally a
suitable matwerity medel is used “or collecting data, my pe-sonal
preference wou d be o use the wersior of SogetifIBM. Reaszon for tnis
is the application at the cascs of “de Amersfoartse™ aad the warked
oot instructions.

Organlzations

Frorn a nmilitary perspective agie organizatiors will neaed z flaxible
commard and cantrol structure; a hicrarchy that aat only facilitates
vertical communication, but alse horzontal and diagensl, according teo
the necds of @ situation. This will requ re flak(ter) erganizations, whera
certain resources can 2as ly be obtained.

Ideally  thi= is archestrated by a Competence Center cntity
incorporating a flexiblz architecture team combined with specialists oo
=tandards.

S0/=04 sktarts with mmore than only a set of integraticn technolagies,
this camre clearly forward “Fom beth theery and oxplorative interviews.
& number of concepts car already be discerncd in an arganization,
whan mowing into the directian of S0O/5048;

»  Thinking in baclkend and frenkend argznizational units.

v Using 5525 o provide a uniferm set of processes to other
cntitics i1 ar cutside —he arganization.

v The existanos of an orcanizatioral eqtity with a <Cogrcinating
role in the integration efforts; a CC.

From iterviews the guestion came forward it 2gil ty shauld always be

T Erim B0 princinics are foossed oo an archifoctural gpivication and are so gotailod F s
difficylt Fo atbibutc @ singlc princicla fo @ spocific cocerronos. Allan’s wicwpoints arc & nice
gtart, bot scom to bo Incomploto, A striking wosknoss is & lack of foundations of argumonts
Wiy e anrivod af SOVE
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striven far. In certain occasions lass 3gile organizations might be mare
=u takle; far example in case of strict proced Jres.

Fntermediate verslons of the Questfonnalre

Intermediate wersions of the questionnaire we-e suffering from @ poor
overview and were desmed bz be koo dense with informatian.
Especially repetiticn o guestions added to this dens by, Desidz2s this it
wids stated that the lewvel of detdil 2etween agility and S0/504 was
different, lead ng te unzawver comparizons.

Alsa it was asked to providz more cwplanatien of Build up and meaning
of terms. Especially the agility caps were oper to multiple
explanations. Adding all these remarks todether pointed ta the nead
far a smart way of cambining agility with S0/204,

Possible Compariscns between Agiliby and S0/50A4

Az the tit & of this research suggests, an attkempt is made to find aut if
gnd how agility can be facilitated by S0/50A.

Frarmn the thecry and the explarative intaryviews it came forward that
30/204 tauckes to much mare than technolegy alenc. Initial attempts
te find a 'simplef list of principles for S0/=048 were in vain.

Theery showed that the wariols aspects of S0/504& hawve different
impartanca, dependiag en the matority of the 20/504 project. Theary
znd interviews also showed that S0/504 is not necessarily campletely
rew, therefore matching agility gzps specifical y te S2/508 aspects
might become a <rivial exercise if net talk ng maturty intd account.
Actually, it is the other way arcund; a MM takes all aspects of S0/504
intd aceount to &35285 an organizetions makuny.

Far asscssing maturity waricus maturity models arc availakle. The MM
=t up by SoegetifIBM is the mest practizal ene chcountered. Therefore
this will be Lsec.

Tao be able ta answer the main rescarch quzst on a comparisen has to
be made betweear agility and SO/504A, However, fromm a point of view
of intervicwee fricncliaess, tis not preforable te ask fao- cwery single
zgilty gap separately for all 50/5CA issues™ . This alss azplies to the
Mat arity Madel of Sogeti and IBEM for which mare than 1200 gradings
are possible’™™,

Besides that it is unlikely that intervieweses are willirg te fill in such a
questicrna re, it is abaut compering apples and oranges. The agility
gaps describe a number of topics at 3 more abstract high leval, Trying
to compare this to specific details of S0/50A docs net make sense.
Especially because 20/=08 and ag lity are nob iso ated topics, but
Fawve to be regarded n the certext o current organizations.

Therefore a comparisan between  agility  gaps anc the main

M Far cxampln; Fhe initial vorsions of the guesticnnaire askoed far cach agaility gap soparatoly
a vrerking o all SO/504 principlcs. This rosuitod jn 15 pageos with simiiar guosktions asking for
fhowe S0/51004 Acips addrossing the agifiny aaps. Howeower SOS04 afane is sor going o addross
that gap alona, A guastionnaine sof up alang theso iincs ghves riso o rrore goostions thon i
ANSWOFS.

A The MM of SogobidTBM has twenty eatcgorics, ocach with 3 te 4 pessitic gradings IF this s
roguiread Far 15 agilify gaps inforvicwoos would Lo rogoired for omeinding 00 opfions
§2M3xI5)L. .08
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componcnts of S5Y50A is proposcd. Te be able —o match these results
with the outcemes of the MM assczsment the fallowing high lewel
gspocts will be uscc for SOYS0A; people, process and technalagy,

8.2 Questionnaire

This paragrazh details the ctual guestiannaire. The firal gquestionaire
is pravided in appeadix A2 3. Bolew are the approach  and
consideratians provided.

Applicalion

The questiennaire detailed in this chapter wil be applied in bweo
instances; thecoretical cases and practical cases.

If zpplying the guesticnnaire to rea lifgftrea-etical cases, nct all
gdil by gaps will always be at stake. Therefare 3 simple check bow
should be incorporated, to irdicaze whethar a gap is applicable in this
specific case or not. The same reascning could be followsd for
identifying the type of sqility nwaolved, this could alsn be done through
g check box. This resulks in neminal data.

Bulldup

The actual questionnzire will Ee pLblished ocn a survey websike, with
the results being incarparated in an exeel file, The detailed kuildup will
Ee worked aut in Appendixz ©.3. Below a s-art cescription of the
buildup of the questionnaire s provided,

»  Introduction: Tre introdaction of the guestionnaice should
provide a short explanation or the goa of this research,
mention it is part of a master thesis anc dearly cxplain the
buildup of the Juestionnaire, including a clarification of
termialogy.

«  Agllity gaps = types: Tris part of the questicnnai-c will anly
ke filled in by respendents. It will not Be used for the
“hecretizal cases’.

Warious rankirgs of aqilizy are pessible, anc research on this is
being puzlished reguarly. The-efore a  classification
indcpendent of a ranking list is preferable. IF @ ranking can be
split inte bypes of agility, i- beccmes possible to incocrporate
the results of atherlatar rankings too.

Far this the list of agility gaps will ke matched on the types of
zgilty. With the types of agility being: pmoduct, provess,
retwark and market. It is not expected that all agility gaps fit
reazly inta one specific ty>e, so multipe answers will be
poss ble.

The bes: approach fo- cel ecting the znswers on this issue will
Ee a check box.

»  Agllity gaps sceplng: YWhen apelying the guesticnnai-c za a
case, not all agility gaps will 22 applicabla to that specific case.
The-efore & =irple chec<bow will be used to sart aut which
cases are affected by which agility gaps.

It is possible that certain caps arc not presert in the cases
selaeczed For this researck. This =hould be acccunted for in the
conclusicn.
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The option for sointing to -he existence of other agilicy dsps
might be uscd. Heweower, bocause the 15 aqgility gaps fram
Hillergersbarg are already a top 1> far the finandial =cctar,
£dd ng =uch an <pt en leads to cpeating enesclf.

«  SO/80A Maturity Medel: The maturity model as described
by Sogeti and IBM is the orly ane enceonterad which weighs
marny (theoreticaly aspects with a practical framework. The
scale af this framewaork is 8 Likert scale with 13 stages, divided
in & grading of three to four classes™

Me othar cptions far answering are to be included. The reasan
for this is that the MM sheuld provide For the whole spectiam
frem net havimg an SCA508 environment te hawving one.
Therefere other answers are deemed irrelevant for the
researchk.

The results ef this maturity made asszssment can be depicted
in a spider diagram. This allows far easy comparscn bebweszn
wariaus cases. This alzo results ir nominal data.

»  Agllity gaps vearsus Maturlty Madel: The main classes of
the MM of Zogeti and IBM wll be matched against the zgil by
gaps. Tho mrain classes are peoaple, arocess and ktechnalogy.
This will result mar overview at a general level whick aspects
of 80/504 can be helpful for address ng agility gaps. & 4'" and
5" optior has to be includec too; the options of *dont know’
znd 'not applicable’.

Dzta for matching agility gaps on 530/302% will also result in
noiminal daka.

TInterpretation of resulls

The result= of the questionnaire arc of a3 qualitative ratore;
respoendents provide an arswer, but these respondents are not
recessarily  representstive. Therefore all answe-s ony  provide an
ind cation.

The matching of the agility gaps <f Hillegerberg will previde a coarse
indication required agility -ypes. This can be used with the autcomes of
cases on applicable agility gaps, to answer which types of agiity can
ke addressed by a 52/504 solution.

The Matarity Mocel will be used to specify this relaticn in mere detail.
The resulzs of the Maturity Mocel previde an ind catiar on the progress
made in an organizaton regarding various aspects of S0/50A.
Combining this with questicns, whetker toe main componerts af the
Matarity Medel affect ag lity gaps, <an prow de indications which
zapecks of 30508 Fave a0 impact on agility.

A MaF 3l aspocks in Fre maturity imogcl of Sogeti and IBM kave Bhe same grading, Sorec use
& seafing from 4 to 0, cthers from A o E
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9. Testing cases from literature

The final guostiornaits construcksd, was dasod on inpud Bom e intondowsos, TF has boown
prosonicd foog mamivor of "quinos pigs® for thait fiest inpeession and fo draw feodback. Adding
I fhig fwa casos on Crodit Suisse, doscriied in itorain, wore wsod e I in tho guostionnairo
canstructo.

The reslts of Fhose cases hawe limired value foe the conclusions, oo serve the goal of resting
e guestionaaiee on relovanen and wsability.

9.1 BSelection and scope of a case from literature

ot the research two cases from litzrature hawve been =elected,
describing Cradit Stisse. These cases hawe boon used to test tae
research teol constructed.

Selection of 8 cace from literalure

Warious cases en the implementation of 20/504 in financial
organizaticns were chcountercd in literature; ameng athers  lalifax
bank of Scotland, IMNG, and Accredited homa lende-s.

2fF thesa, the case of Credit Suisse was chosen for testng the
questicnnaire. Reasan fer this is that the case of Credit Suisse is well
documentzd wity & scurces 2nooante-od cescribing the same case. Far
testing the researnch ool the descristions of &lleq snd Krafzig were
selectad?™,

Lrope and imitalions of this case

The czsc fom literature is used for testing the research tool. It will
therefore not be used “cr collecting data on the re atier bebween agility
gnd 50/504& The generdc part of the questionnaire (regarding the
zgility types and gaps) is alsc not included in this chapter, this was
clready addressed in stating propesitions in chapter 3.

This chapter uses “tastirg™ instead of ™walidazion®, because trus
walidation is not possible. The cutcomes Based en cascs from lite-ature
could net be compared to the outcome of a flled in questiannaire by
Cradit Suisse, This chapter therefore only focuses on the applicazi ity
znd blind spets of the questionnairz.

0.2 Description of the Credit Suisse case

Credic Suisse is detaled n warious case descriptions. The following
description is takea from Allen aad Krafzig, The description is brief,
becauss it is toe goal to test the -es=arch tocl, net to provide data o0
the ca=e of Credit Suisse.

Cradil Suisse General

Zradiz Suisse is a war dwice cperating finandal scrvices company with
zbouk B0.J00 ernploeyees, Since the 70 the number of IT applications

A Herrran Schlaman has provided a deoscription of his oxporionocs aF Crodit Suisse JANor,
2 R25], Krafzig ef al, provide g complamentary case on Credit Sifsse [Krafzig, p341 3577

Thesis; Agility through 53 /50A - a0 - Hafa varr Revenswaay laassn




A
&

CORDYS

gnd swstems qgrew steadily, -eaching about 600 applications. The
takecowver of the Schweizer Welkstbank by Credit Soisse in 1993 led to a
douzling af the number of IT systems For trarsaction arienked
Epplications mainframes continue to be the preferred platform, for
other apzlications SO8 comes forward as a candidate®,

Foals of Cradft Splese's SOA Introduction

Cwerdl busiaess required mare flewibility of the 1T of Credit Suisse.
Five goals can 2o identif ed far the SOA introd uction®*;

1. Technical integration
Leaqical inkegiration
Mrocess ad dasktop irtegraticn

Integration of purchiased softwars

nm o W N

B2B integraticn

Reasons for choosing S0A

In 1998 the fist parts of 2048 wers implerrented, in 2002 efforts wers
Lhdertaker to redute systemy compledity. Decoupling of physical
eysterns and interfaces was desmed necessary”’™.

Moint to point irtegraticrs had not met the ewpectation of Credit
Suisse, becguse it resulted in to much middleware. Combining this
with the nmeed to reconstruct Data Centers and the cleaning of dsta
widnchouses, due to mergers and acqdisitions, lcd the ZI0 o decide fer
the implementation of S0A. Mo business plan was complied prio- to
intraducing a S04 in Credit Suisae™F,

In g=neral it is stated that business [Mmanagermant) regquired a rmrore
flexible support of IT te new praducts. In the cases a number of nars
epecific reasons fo- choosing EC4 are detailed™:

v Existing IT ccould no longer deal with reguired business
functionality:

The demand focr multi channel Eanking

Onine trading

Consolidation of the core business application portfaolic
»  Minimize costs oF market participation

. Focus an Care compakencies

Organiratfonal aspects of Intraducing S0A

Frarm ar organizaticral perspective the goals fo- a S04 introduct o0

M Aerording fo Alfen FAlen, p302] Invelving vavinus platforms and appreximarcly 12 millions
lings of codo. According to Krafzig (Krafzig, p342)

T Aeenrding to Allon an the sequiremonts of husinoss FAllen, 20327 and Hagen on the goats of
the 504 intogrationd rohitoctoro [ Krafzig, p343 344)

7 According to Alien on strategic considerations of Credit Swisse fAllen p3d2].

4 According to Krafzig | Krafzig, p343)

M Frem a husincss point of wiow according Fe Krafeig [ Krafeig, n343 3430 and socording Fo
Ailen [Allen 302 3030
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wiere  addressed by five  complementary demains;  custamers,
distrizution, praoducts, matagoement suppart and data warehouses.
Applications were assignad to these domains and deoubled funczionality
wias cut out and placed i1 services, which ceuld be offered to various
zpplicationsz?,

Zradiz Suisse used a central architecture unit within the [T department
which set out an app-oach for S04, Maragamsat support wes provided
to stress the need for compliance ta this SCA appraach?!!. This was a
clear top dewn approach. (Fotontial) service users End  seoryice
providers drew up together 8 oparse specification of a service. This
specification wias u=ed te sec or there Elready existed =ervices, waich
could be partly reuscd. This approach was strictly Bettom up with ne
averall plarnirg of szrvicas'™.

The dowe apmient of services was facilitazed by usiag twa repositaries,
onc witt the functionality of cach sorvice anc one of the exist ng
cpplications and zheir demain remberships. Service specifications
were coimpared with the =ervice database, to maks sure that services
were reused [-he cormmocity se-vices, see paragraph 4.877°.
Uitimately this resulted in 25 B0%. o scrvices required Far a new
process, zlready being avai able in the repaositaryc.

9.3 Results of the SOA Maturity Model

The S0A& Maturity Maodel is filled in “or the Credit Suisse Case as a
whele, basec on the descriptions of Allen and Krafzig.

»  Fram a process point of wicw Credit Suisse seoms to be quika
wiell develeped on the usc anc application of architecture, as
well 85 qualty and sarvice portfalio msnagement. Adding to
this i= that zhe tep manzgement of T-rodit Soisse is clearly
dedicated t2 the implamentation of 50,5240,

» Fram  a teconaology peirt of  wicw, especially the
componentization and reuse are well developed, resulting in
specific Businzss applications buoild together with business
PEDR &,

» Fram a human pe-sspedive tye skill of the IT peeople,
specifically cedicaked architects, are well deve cped. Qwverall
the IT department is abead aof the business. This can be
cwplained by the technical [IT) origin of tae SO/50A4 2ffart at
Credit Suisse. For a deta led reasoning per key area, Qi [o
cppendix ¥ Here the mrotivation and reasaning for cach scare
is detailed, basad on the two cases of Credit Suisse, For the
sCobe per kay ared see figure 22.

A Evafzig on five demains | Krafzig, p343) ard Allcn oA crcapswafting logacy apolication and
retge of sharnd Amctionality fAllen, p375]

A1

p 2021

Krafzig o bhe imploementadion of S04 ab Crodit Suiszo [ Krafzig, p246) and Allon [Allcn,

”'_' According te Krafzig on Scrvice Dovoloprnont g Crodit Suisse [ Krafzig, p347 348
A According o ANen e 3ssof inventory and sorvice rouse [Allen, p310 312)
<M According to Krafzig on application developimant ar Credit Suisse [Krafzig, niseG]
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0.4 Results of the applicable Agility Gaps

Fram the analysis {sce Appendix 7] ef the cases on Credit Suisse the
fallewing agility gaps came fenward as being azplicable to the case
{S5z2e figure 23 for the complate ovensiew];

« "A otrend towards outsourcing of IT related systems aod
processes”

« "&trend tevsards outsou-cing of IT personnel”

= "Mead for multi channel any times any place access to products
and =ervices"

« "Eszcalating IT costs of systems maintenance and support”
« "Meed for (more) online distributicn channsls"
«  "Meed to cocrease delivery time!

Zf the applicable ag lity gaps for Jred © 2uisse, the impact of the kow
zreas of the SCA Maturity Model, grouped n the Building Blocks
"Mrocesses” anc “Tochnelogy™ i= clearly described. The impact of the
topics in the key areas of -he 524 Maturity Model buoilding EBlock
"Meople™ i= much less owtensively described and toercfore mare
difficult to assess.

In the case af all the agility gaps -he factors "echnology and
Processes, from tho S0A maturicy madel, clearly comz forward as
Fawing a positive effect on these agility gaps. The human feckor is not
described into great detail; therofore it is impossible to assess the
impact an agility cannot be zases=ed, based on the available cases.
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9.5 Conclusion on the Credit Suisse Case

The case of Credit Suisse shows the questioanaire constracted for th s
research covers various aspects of SOE0A, the inclusicn of 3 5048
maturity model i= an irpertant contributar ta this.

Liraltations af e Cradlff Sufsse casa

Filling in the guastionnaire bszed only on two case descriptions from
literature doss mot prowide adeguate insight; on somme zspecks the
descriptions are superficial. The cases are rot detailed enough to
provide a cear difference betwecn impect of S04 mzturty dasses on
zgility, only positive, negative or no relations can be sensed.

Howeaver, clearly =2xcluding an  acility gap based con the causs
descriptiang is difficult,  This is dus ta the original gozl of the ca=e
descriptions being different from the use of the case deserphions in
this rezearcH.

Acding te this is that the chaice ta limit the questions on bype f S04
maturity to Processes, Technolegy and People nas  implications.
Answers provide an indication of whick aspects of SO/S0A are having
zn effect, but based cn the resulte of the guesticnnaire it is not
poesible to point te specific koy arcas.

Outcomas of thae Craglt Spfcse case

Fram the list of tep 15 agiity gaps applicazle ta the financial sector
only o0e third can b2 concluded as being applicable to Credit Suisse
tased on the usad case descriptions. Espedially outsourcing and
getting to custaomers and partacrs casicr, faster ard more efficient
ower multiple channals come foraward as agility gaps applicable to tha
a30/204 implementazion case of Credit Suissc. Other gaps might bz
zpplicable togo, bub were not described as baing acdressed by a
S0/=08 imple nentation,

Fram the to Credit Suisse applicable agility gaps a relation with 504
wids found, “he S0&8 Maturity Model building blocks "Frocesses™ and
"Techhelogy™ wiore found to be enablers, the building bBleck "MPecple®
could not ke concluded due to @ lack of detail in tae case descriptions
of Cradit Guis=e.
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Part IV - Research

"Evoryone s onfitlog fo Shoie own opinion, BuE ek fhoie own facks ™

Daniel Patrick Moynihan

Resaarch Rationala Part TV
This part will centribute to the rescarch by
v Discuss the results of the © assification on types of =gil by for the agility gaps.

v [Detaiing and analyzing a real life case by means of tbe qguastionnaire
constructed.

T Aecoraing to brainyquobo.corm
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10. Agility types

Tho agihty gaps for tha Anancial sector from Hilcgorsborg of 3l wore proscorfod fo @ numbor
of respondeonts, with Bhie question fo provide 2 clessificelion on roguirca agiity Evpos for each
gar.

10.1 Approach & Population

The guestionnaire presented to respondents consisted of two parts, a
general part an agility gEps and types and a case specific part o0
S0/=048 Matwrity and the agility gaps epplicable on a case. This
chapter deals with the results of the general pa-t of the questiernaire.

The agility gaps “cr the financial sectar from Hi legersberg et al. were
prescntec to 4 nambar of respandents. For cach type of Zqlity a
definition was provided, with the cuestion to provide a classification on
required agility -ypes for each agility gap.

The tetal pepulation which reacted o the guesticnnaire was nine
peaple (M=% from 3 different cases; “de Aamerscortse”, "0as
Rechtsbijstand  Merzekeringen” and  the “Rabka Bank”™ Of these
reactions ons (1) was invalid'™, These responses were taken together
znd analyzed as anc sample.

10.2 Results of mapping Agility gaps on Agility types

Due to the naminal nature of the data collected ne order between the
zgil bty bypes can be concluded. The on vy conclusion possible is Ehat one
type of agility can be mentioned by mare respendents as being
required fo- an agility gap. An impartant noke is the reguirement for
rominal data of the categorics to be “mutualy exclusive and
collectively exhaustive™ 17,

The responscs point to a streng read for “Process Acility” to courter
the agilivy gaps fa- the finandial sector. Thirteen {13} out of fifteen
{151 gaps have process agiity as the mest important type of acil ty
required.

From the responses “Metwork Agility™ comes forw3ard as an important
=econs type of =gility required for cauntering the agility gaps for the
fina-cial sector with twe (2] times beirg most important and nins {2
times being ranked as the second mosk impartant required agility type.

Zompared  to “Metwerk Agility” the “Product Agility™ was maore
regarded as the most important enabler requ red for acd-essing the
tep 15 agility gaps (2 times number 1, against 2 times for "Metwork
Acility”, However, "Produect Agility” comes only three (3] times as the
=econd mast impartant enasler required for addressing aqility gaps.

The detailed overall results can be found in appendix B, in figurs 24 3
cummery of the percentage of respcnses stating an acilty ype s
requi-cd per gap. Also it is shown how the actual results match with

AN oo te & aculc answor of Fho same porson with difforont responscs on g numbor of
griestions, hoth respanses were regerded as Imaiia for fhis roscareh.

T Marrinal datz can be grovped in twe ar maore categorios, "Hic counrting of monbors In cack
gronp is the only pessiilc arifiunctic cporafion”. According to Coopar ot 3l o Nominz! dats
fCnoper, 2237
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the hypathesizes of chapter 3 on the required acil ty types per gap. In
=hert process agility is even mrare impartant Ze address the agility
gaps, than initially hypothesized.
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the opinion of tho respondent growp. The sefal popuiation was nin rospondeonts (N = Q)

10.3 Conclusion on types of agility

Bascd on these results thz fellowing conclusicrs can be drawn on
cgility types; Mrocess agilty i= -egarded &3 the most required agiity
type for addressing the agility gaps.

Gelow some maore details.

“Process Agility™ is regarded s the mast important
requirerrent for addressing moast of the tep 15 agil ty gaps for
the financial sector {13 cut of 153 This is confirmed by the
=um af the parcantages of all agility gaps, 78%.

"MNatwark Aqllley™ is regarded as the secord mest impaortant
requirerrent for addressing mast of the tocp 15 acil ty gaps for
the finandcial sectar. This i= based an the combiration of Beoing
regarded 2 times as the meost impertznt, and 9 times as
=econd mest important emabler. Howeower, the sum of the
percentzges of the agiliby gaps for networ< agility provide a
slightly different perspactive; 45%:, This is lower than Ehe sum
far Preducs aqility
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"Product Agllity™ is ranked as the thi-d mos: important
cnables of agility gaps with 3 times being mentionzd as
rumber ane and 3 times as the secand maost important.
Hewewer, according to the sum of the pe-centages process
£gil by scoras "bette’ than ~etwork agility.

"Market Agllity™ is ranked as being the least required enabler
for the top LG of agility gaps. It is rarksd once {1] s the moest
impartant crabler and thrice as the secoad moest important
cnabler. This is alzo confirmad by the sum of the poarcentages
far market agility, this is the lowest o7 the four; 27%n.
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11. Practical Cases

This chaptor adies tho concolved mothad of wostarch on fwa practical cases. Bacfl case whl!
he described in goneral, as woll as more spocthe an goals and coasons for implomenting 2
LO/504A, Thiz s rellawed 0y the applicabion of

11.1 Selection of cases from practice

Half a dezen petential cases were approached direckly or indirscthy.
Whenever 2o8sble, introcuctions frem within Cordys o from
intarviewed consultants were usad.

Approach of cases

Through contacks related to the cases contact with other expers like
infarmation and enterprise architects, busiress and projoct managers
was sought. Targsted respondents were asked ke fll in t-e digital
questicrna re. =or this they reczived an instructional o mail and, if
required, repeatzd requests for fillirg in. Cordys made rewards
zva lable in the form o7 a book, if peop = filled ir the gquesticnnaire.

Salaction of casez

It was aimed for ta have meorc han 808, respense from the targsted
respondents, 52 far this nas enly been achieved For "de Amersfoortse”,
Cther potentia cases did not visld enougk respense or did nat want £2
cocporate at all.

11.2 “de Amersfoortse” case description

This paragraph provices backgrouand information on the case of "de
Armearsfoortse™ in general as well as more specifically related to tha
S0/204 implementation. This project is baptized “Jiskefet™ within “de
Amersfeortse™.

“Oa Amrarsfporica™ Genaral

The Amersfoortsc is a subsiciary of Fertis, which is an international
provider of Eanking and insurgnce sarvices to private, business and
inst tutional customars. Fort s ranks ameng Burope's top 20 firancial
inst tutions, with a market capitalizazion of EUR 43 billion, a presence
in owver 50 countries ard a workfarce of 60,020, Abcut a quarter cof the
compaTy woks on insurances’ '

The Amersfoortse is cfficially since 2001 part of the Fortis Irsurance
group, ather brands are Ardanta, Euroozeesche, Falcen Leven and
Fortis ASR. The latter cansists since 2005 of AMEY, Stad Rotterdam
gnd Woudscad. Tegetber these insurance canrpanics have on average
LDW%a of the Cukck mmarlket, ranking third, The Amersfoortse focu=es on
pensiens and income insuraaces {cowcrng public health a~d dizabilicy
insurances] .

AW Thic doscription is caapted Form the  corporate websFe of  Forfis,  soo
hn s SAeeveweforbis. camfgoncraifriof. a5
””Adap ted frorn Hhe wobsito of "De Amorsfoortse™, soo AtmssA 0w ainorsfooebso vl
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Foals of 505048 Iniroduction at Amersfoortse

De Amersfoortze aims at completely renewing their information
systemrs environment. Where the adaptatian of 304 is regarded as the
most important basis to reach the desired goals of being able b really
measure and manage zusincss processes and implamont a supporting
systemrs environment that is able te keep up with the pace of change
of the busines="".

Wiithin the Amersfocrts=e the business unit Iadividual Disakility
Insurances group (AOD) focused at Small te Medium sized Entarprises
{SMEJ""' provides spacific insurance services for private persons, "his
process oxists of) the applying (called @ “claim®™), corsiderstion and
paymon: sub processes. Based on a “claim™ a number of consecutive
zctions hawe to be undertaken ta assess the claim and finish it off, the
latter cen imply payiment, advice or rejecticn. In e course of this
process three disciplines are invalved; the medical examiner, the work
cimcumstances specialist and the insurance =pacialist.

Mo effective digital process did exist to suppoit this service, data was
wiritten anc stored litzrally on pa>er cards, Legislatzion required a clear
divisian of insurance and medical related data. This was obtained by
Lsing different drawers, but was physically ot sccured. Therefare
CZordye was da=ked to bailt 8 scluticn.

Cordys stated in February 2006 with tha autormation of this process,
g5 par: of the liskefet project. Amorsfocrt=c provided the functional
design by themselves, and involved Cordys for the building of a
salukion, Cordys is currently o-ly invalved in the claim part of the
F-OCEess.

Reasons for choosing 50/50A

"Ce Amersfoorte’” chogse fu_f a 205048 based solutian in the liskefet
project far sewa-al reascnsdds;

= Replacing existing legacy; the =xisting legacy within "d=
Armersioortse™ i3 nearing the end of it's lifecycle and has to be
replaced in due time. Howsver, 3 g-adual -eplacing approacn
was praferred owver a big bang approach. Encapsulating legacy
in szervices affered the possibility for replacomert at a later
rmoment.

« Integratlon of old and naw technalagy; Whic lcgacy is
slowly being phased cut and replaced for new technology.
inteq-stion between exiszing and new technolody is required
far creating the processes requ red “or project Jiskefet,

= Meed fer loose coupling; "De Amersfocrtse” wanks o
counter the integration spaghetti and cnable locsz coupling
betwesr azplicazions. Using services in 3 SOF52A solution
belps untangling the integrat en spaghetti and facilitates a
loosa coupling between services/szpplicationa.

« Allgnment with {aopen) market standards; Standards like
BMMM and BPEL arc watched closely by “De Amersfoortse”, as

M According to the answer af e survey of an IS atchitect at the Amarsfanrese.

I Dufck “Arbeids Cngesclieidy Dians! " (A00), fransiatod as disability {insurance) group

4 The roasons far ckoosing SOFS0A at "Do Amcrsfoorksc” wort aisnussod i an irfeneiow wits
Lew wan de Geest, chigf process manager and aronitect at "De Ameresfoortse™.
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well ac other standardization efforts at the DASIS group and
the Shject Medeling Group {2OMGY. A 2E0/508 based sclution
should rmake it easier to adopt new and acapt existing
standards.

= Enable Business Agility; Within "De= amersfocit=e” several
impartant demains cxis: which rely heavily on a shart time bz
market, SC/508 providaes basic fundamentals forr enabling
gdil tw on tine to market aspacts like =asy Compositicn, reuse
znd process modaling.

Organizational aspects from Introducing 50 /504

Berause “de AmersToortse™ 3 a part of Fortis, it does rot da it"s IT on
its awin. The IT furctionis centralized at the Fortis rrother camaany.
The technical/functicnal administrators arc alrcady trained in the use
of Cardys.

& parallel develcprnent iz that Fortic will start using Ceordys
companywidc toa. Fortis has therefere build a Competerce Center aad
supply the services of this S5C o it's subs diaries using Cordys.

In thz procect ef Jiskcfet a ot of 2est practices and standards arzs
tested and generated, becausc within Fortis the Jiskefet projzct has
mace most progress s=o far, This showed in the answers of
respcndents; maost irdicazed that the procase of gowvernsnce, setking
stancards and best practices was carred oot in a procect context. But
thiz is being transferrad to the Fartis Campetence Center.

11.3 “"De Amersfoortse” S0A Maturity Model Results

The results of the 5CA maturity medel were taken from an internal
ggsessment at Fortis ASR/"De Amersfoortse™. This assessmeant was
supalvised by the consultirg company Sogeati.

Thme of S0A Matiurity Assessment

The resulte descrize the starting situztion of "De Ameorsfoocrtse™ ia
carly 2007, Based or the autcomes of thiz maturity madel Fallow on
gctians we-c planned. The owerview on the nowst page i= ta<en from
the repart of this asscasment™ .

Conclosion an 50A Maturiby Models

Accarding to this asscssmont “de Amersfoortse® is from o a 504
maturizy perssective still not mature, The capacity of 'budgeting and
planning’ and the skills of IT peasle ars far shead, compared to the
ather Koy arcas.

Far the other arzas the crganization is still in it's ‘infancy”™ . Espocial by

regard ng arcas lige ™use of architecture®, “rales and -csponsibilities™
end “skills™.

% Gon Fhe 504 warkshng docuimaont | Forfis ASRY
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Appilcahie Agiffity Gaps

The results at -he Amersfoocrtse indicate that the addressing agiliby
gaps “decreasing delivery time” and Yobtaining traasparchoy and
zccountability™ are among kthe top praorities. Following on this are
"regulations at national lowel™ and “escalating T cests®. “dropping
lewels of sales®, “emerging price war® and “introedouction of substitute
products and services” are nokt applicable to the Amersfocrtse case.
These cutzomes were canfirmed by _ox wan do Goest.

Effect of SDA Maturlty Bullding Biocks an Aglifty Gaps

The guestionnaire did net point at negative effects of S0A maturity
classes, anly =ame respondents indicated incidentally no significant
effect.

All ather effects aof the S04 dasses arc estimated posicive, also of
people. Owerall the respendents indicated that the offect of S84 on the
zpp icab = zgility gaps was strong to very strong.

Me direct relation between the key arcas per building block of the S04
Mat arity Meodel could 2e deducted. Limiting the amownt of qaesticns in
the queostionnaire is respansible for this.
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Part V - Wrap up

"A concusion s the place whove yau got Beod of Ehinking ™
Arthur Bloch

Resaarch Rationala Part vV
This part will centribute to the rescarch by
»  Settng cut a ciscussion
v Clarifying consicerations
v Formulating answers te research questions
v {Re Yfarmulate (new) questions
» Arriving at conclisions

v Fo-mulating recemmendations
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12. Discussion & Conclusion

This chaptor discussinn ond conclLsion wilf sivimanza thoe main reasidoratinns slatod o Hhae
Anskars af Fhe roseoarch gquestions. For this the discussion on fooey (ohapior &) and he
nufranies 0f Fro casos will e sakon obn considoration, o oandvo @ cneclusinons. Tho
canrctasions will bo marbod bold in Bhe discussion foxt, alsa the main poingz will Bo summed up
too in & seoparatc paragraph,. This sl wdll e fnished off with @ paragraph rocormmond 35ions,
hased an the outcomes gad experionoes of this roscarch

12.1 Research Questions

Befare szarting the discussion, lets recall the research questian af this
rescarch again. The main rescarch cuestion was formuolated as; How
can omganizations achicwo (businoss) sgilify, whon using  Rorei;e
Oriantabion FSeirvice Oriantad Architactire?

The focus was thercby placed or financ al erganizazions. This was
specified Further in the follow ng research gquestiors;

1. What fssues corrontly hindor (hiasiness) agility of large fioanciz!
mrganiFafions?

2. What Is Sorvice Oonbarion (500 and what 5 Sorvion Orioniog
Architoctire (S04 )7

3. Which agiity  gaps can he eidged OF using S0/504 0 in
organizations?

4. What arc tha implicabons fer an organization whon wusing S0/504
tn addross agility gaps?

The discussion will start using the sub rasearch gJestions of kthe
rescarch as a sub divisien. This will be follewed by coasiderations on
the main res=arch questicn and the ressarch tooling used.

12.2 Issues hindering {(business) agility

Although the term agility is froguently used, it is often naot well
defined., Often the distinction bebtwesan agility and flexibiliby is unclear
znd the terms are us=d together, Coster-out =t 3l recard agility as
zn above normnal form of fexibility, this has boen incorporated in a
definition of agility’™*. Basically agility comes down bo Flexibility
requiring structural and strategle maasures. This is the definiticn
Ls=d in the rest ef the research.

Agility gaps

Rescarches of Oasterhodt et al. and Hillegersbe-g ot al. provide
overviews of specific issues regarding agility, These izssues are called
zgilty caps by them znd -egard change factors requiring agiliky,
cambined witk the inability ta address these necds within tire. This
resulbed in lists of agility gaps for varicus industries, amaong others the

2 The gofinition formed in paragraph 2.2 0s "Busincas agility is o obility tn sorse informal

angd cxtorna’ changos, as woll a5 bolng abic fo swillly adapiing, in roaclion fo sonsod changos,
fisinesses and  Business  processes  Boyand e normal (oporational] toeel of Aowibiiiny,
cffoerivoly wsing infornal and codoroal posourons, o offectively manage unprodictable extornal
and infornad changos®
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financial i vdustry.

The gap paoints to an inzbiliby btz adcress these change fectors in that
specific industry. This prov des a quick answer to the question which
izeues are hindering ag lity in toe financial sector.

Alrernative Agility Gaps

Eeason for using the ranking with agility gaps in this reseznch is that it
belps defining the rescarch scope. A firite list is casicr to research
than using a tool which measuras agility issues,

However, any Indlvidoal ¢rganlzatlon will regquire such a teal ta
be able to measure their specific agility gaps. Cne such tool is
described by Cwerby but has not been used “or this research because it
would have made the res=arch very complicaked due tco arriving at a
list of .

12.3 Service Orientation versus SQOA

The chapter on theoty of Orientation and Service O-icrted Architecture
zlready pointed ocut thak there is not really a distinct difference but
that it are two sides aof cne medal.

Sarvice Orientation

Servica Orientaticon is not as well known as 50A, but often it is
usad to stress tha more buslhess/forganlzatlenal aspacts of
S50A. S0A Is then mare abaut the underlylng technclogy and
architectura. Ons argument used is that the notion of 508 is lozded
with far ruch mare meaning then it has if one anly takes the termm
"Service Oriented Architectura™ in cansideration.

In this pe-spoctive Secrvice  Oricntation i3 @ new  ard  mare
encaormm2assirg  paradigm. This implies thinking in services  and
sUp2lying servicgs o wasious custorrers in and outside of the
organization. Howewver, the obscurity and juvenile status of the netien
of Sarvice Crientaticr has some serioJs drawbacks.

Sarvica Qrlantad Architaciure

Intervliews for thls research showed that seme pepple are
aware of the Inappraprlata usa of tha term S04, neverthalese
they dellberately favour the usage of S0A because of It's
astabllshed name. A& concept ike Service Orientation, in their
opinion, any ddds to Nare canfusian.

This stanec is mate pract cal, altacugh fram a thearetical and grammar
perspective not entirely correct, Confusing is that a number of topics
gre discussed as being specific o 504, while these should be dealt
with at a mere general level, for ewampele on gavernanece. Gealing with
this f-om a S04 paint of vicw is far too limited, 2 Eroader perspective
is rzquired taking other IT, bus ness and arganization espeds irko
account toc.

Lervice Orlentation/Service Drlfonted Archltecture [S0/504)

This “esearch uses the notion S3,/524, irstead of making a choice far
Service Orientation or Service  Q-iznted  Architecturs  is.  Both
rerspectives hawe their merits, fact is that the notions are fregquently
L32d tegether or even intermingled.
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Scrvice Cricntation scoms mrerc carrect, but the noticon ahs not bean
wiorked cut in groat detail. Service Dricated Arcitecture is indeed mere
prack cal because Lt is alreacy quite well known, however many
conccpts and mearings go beyond the architectural arigins of S04
Governaree and tecknalogics.

Maybe within duc time tae distinction betweor Service Orientation and
Service Criented Architectare will becoime cearer. Until then, t is
probably better to taks them together,

12.4 Agility gaps to be bridged if using SO/S0A

Due to the limited number aof cases for this research it i= difficult b2
make solid statements a7 whick 3gility gaps can be bridged if usng
S0/204&. &4 answer is cbtained in a twe stage appraach;

1. Are any aqgility gaps applicable to a casz=?

2. Wwhat relation is perceived between tae agilivy gap and the
building blacks of the 508 Matunty maodel?

Refalbion belween gaps and 50A Maturihy Model Boilding Blocks

Cnly if a respoadent indicated that ar agiity gap was applicablz, he
could indicate the relation he perceived between the acility gaps ad
the S04 Maturity Building blocks.

The Credit Suisse case provided indications for a clear relation
Eetwesr the "technclogy™ and “process™ building blocks of the S0A
Maturity Medel. Howewer, the cEse was wory mcager in it's descriptions
of the human factcr. Therefare no state ments an the relatior between
the agility gaps and the S04 Matarity Model building blocks cauld be
mace.

The results from the Amersfoortse did so toa, althocugh these results
gre more dispersed. Respendents filled different answers in, on whica
zgility gaps were applicable to the case. Striking is that on almost
all agqllity gaps mare than 95% af tha respenses Indleate that
the S0A Maturity Model building blecks {(clearly) help
addrassing the qap.

In case of Credit Suisse the effect of the building b ock People was
difficult to assess dae to the lack of documentaticn. In the case of "de
Armersicortse” anly ina fow instances na relation, Betwecn the zgil by
gaps and the 504 Maturity Model bui ding blocks, was perceived.

The resulzs for the applicable aqgility gaps for each case ere described
Eelow;

Applicalle agility gaps Ffor the Credilt Soisse case

The Cradit Suisse casz in tkhis research is based on two described cazes
from literature cowvering the effects of the implementation of S3/50A.
Therefore it is possible to conclude what 3gi ity gaps <an be bridged,
but excluding agility gazs is net poessible. Agility gaps for which o
information was available were marked as an open questicr in the
detai s of this reseatrct on Credit Suisse.

The following aqgility gaps wers found to be applicacle ta the Credit
Suisse  casz,  these gaps wore [partly)y  addressed by the
implementation of S0/50A.

« "A trend towards outsourcing of IT related systems 3-d
processes”
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«  "Atrend towards outsau-cing cf IT personnel”

= "Mead for multi channel any times any place access to products
and =ervices"

= "Eszcalating IT <osts of systermns mainkenance and support”
«  "Mezed for (merz) anline distributicn channeals”

= "Mesdto cecrease delivery tinre"”

Apnllcabtle agiiity gaps for the “de Amersfoortsa™ caca

The case of "de Amersfoortse” is less b ack and white dae to the usage
of a group of respendents. The responses were More dispersed; the
respondents did nat all agree on the applicable agility Japs. I the
majority of responses {zelY%) is taken as anindication far zpplicebil by
of zqgility gaps an a <ase, the following agility gaps were applicable
fand addressed) in this case.

=  "Growing demand for financial t-ansparency a-d
cccountability

= "Eszcalating IT <osts of systermns mainkenance and support”
«  "Mow regulation on natianal lewel®

«  "Meed to cocrease delivery time!

Bridging aglifty gaps usfing 50/504

In sunrmary, the cases aof Credic Sdisse and "ce Amersfoartse” point b
rine agility gaps for the financial sector, which are bridged with using
S0/504 as a (part of the) solotion., Of these rine gass the gaps
"Escalat ng IT ecosts of systems mraintenarcz and support” and "Heaad
to decresse delivery time" were encountered and addressed by
S50/504A in both cases.

Alas, the lirited amount of cases coet not provide enougk procf to
make bcld stazements on whic agility gaps can be bridged by SO/50A
and which anes nat. The findings so far dao palnt at a relatlon
between addressing agility gap= and the building blocks
deflned In the SOA Maturlty Model.

Thils outcaome glves soma salld greund to the clalm that agllity
can be enabled by S50/50A. However, addressing agility gaps
will raqulre mora than anly S0/504. One Indlecatlon for this 1=
the CIO survey 2007 research of Cap Gemlinl, which poalnted te
the human fackor as balng the mast Impartant enahler of
agility.

12.5 Implications for an organization

Ach eving agility in an organizatien is difficult, espedally becausz
ggility is such a broad term which encompasses a range of topics.
Hewewer, in this thesis a numeer of issues came forward (ne order of
impartance belaw).

Measurfng Agfiity In/fof an arganlzatlon

This research took a d fferent app-oach in rmeasuring agility; the agility
gaps formmulated by Sasterhout and Hillegarsberg were Eccepted as the
starting point for the research., Reason for ths was to foous the
results, instead of dealing with individual agility gaps per organizat on.
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Howewer, if an arganization wants to improyve it's agility it sheuld not
facus on "averaqe” aqility gazs for the whele sector, aut on agility qeps
cpecifically apaslicable ta the organizatior. This requires a process for
measuring agilicy, s2e the next sub paragraph.

Regarding agility, a number of scurces agree on the need of
sensing and responding capabllitles. To become truly aglle a
balance between these twe has to be found. This can be
percelved as a guldellne for stratedle declslons on prileritlas
ard Investments. Investing too much on one bype of capaclty
will not help an crganization become more agile.

Procecs Far measuring agility

To implement a precess whick assesses the necds and gaps an specific
Ereds requires an iterative approach. Such =n approach can start wita
EMmy variation o the Demng’s cycle’'. this resezrch described a
wariazion prepased by Sartner; Seasc Stratagize Decide -
Communicate -Act.

Such a pracess can 1z a canceptual frameowaork on agility as describad
bty Owerby. Combined with an iterative approach such a teal can halp
zn organization assess which agility issues need to be zddressed and
in which order. One coulc alsa use the aqility gap ratio fermula defined
in the Research of Costerbout’". However, both approaches rely on
perceptians of respandents. Maasurlng aglilty llke you measure
temperature, or any other variable, is still not pessible. When
dlzeussing agllity thlz “"subjectlve”™ aspect should be kept In
mind when dealing with the cutcomes.

Barvica Orlaptation

Service Orentation has >een enccuntered as a paracigm closely
related ke E0A It has beer argued that S0 is more akeout the
organizaticnal aspects required for implementing S04,

Anather argenizatianzl concezt, which can be irplemanted frem a SC
paradigm are Shared Service Centers. Thase can focus on specific
=oetvices because of cocanamics of =cale or dedicated expertizsc. Such
services can be delivered to other parts in and outside the
organizakion,

Before an arganizatien starts with the technical implementation of S04
related services, these are o be defined n the organization. Service
Lewel Acrecments arc a logical stop for defining the expectations and
deliverables from suppliers and users. This is already a discipling of it's
own and waricls models exist “er this. Think for cwample, n the field
of IT, of the ITIL frameawork and service managemant?®,

Mone of the cancepts of S57's and SLA™ is required far implernent ng
S04, each of those can zlso exists w thout SCA, B both arc a legical
step in the ewvolution 2f an organization towards more sgility a-d
flexibility. Together with S04, S50 and SL&s might provide some
pieces in the jig saw for agility in an organizaticn.

<2F The Deming cyele i alsn knawa a5 Man Da Chock At

2 oo fNosterhout, 11377

AOITIL is & best prachee Framowerk doscribing an intoqratod, procoss bascd Framcwork far
Hur managernend of TCT Tnfrastructere and Sorevicoes

Thasis; Agility through SQ/50A =112 - Hafa var Ravenswaay Claasan



CORDYS &

Uniwversity of Twente

Governance

The theory and interviews on governance indicated that thaere
Iz iy clear distinctlon betwean S0/50A8 and IT governanca. AL
least not in the way the governance can be organized. Both
require simllar relas; procedures and procasses.

This is in ine with the findings of the CIC surwey of 2007 of Caz
Gemini, here it is alsc stressed that cocd IT governance is required o
obtai~ agility whether an arganization is starting with SC0/504 or not.
Good IT cevernance iz the stat of bringing flexibility ir the IT
=ystoms instead of chaos.

In the CIZ survey 2007 a centrzlized IT gowvernance function wac
favored by 7% of the Cww -cspaondents. This maiches with the
practice encountered in the case of "de Amersfoortsc”, where Fortis is
sebting up a comzetence center focused an the S04 implemertation.
Hewewer, in practice this scems to be anly happenng after same
experimenting with 524; Ffirst cogrdination affgrits will ba mada
bottom up. Later whan an organlzatlon advances on the
SQ/50A endeavour a more top down centralized approach can
be taken at an enterprise level.

"Co Amersfoortsc” case is an cxarrple of this, they “irst started with a
bettom up procect =etting cut some guidelines. Lazer this was
owirtaken by the Fartis maother company.

Howewer, a8 S0f5%0A endeavor will stress the need for
governance much mare. Due to the mare complleated technleal
infrastructure S0/50A can imply other procedures and might
require specific tooling. An example from the Credit Saisse cass,
gz the databases an service usage and service definitions.

For obther erganizations this ressarch did not yield a complete an
tested madel. dowewer, the findings of tis research can be useful for
defining a- appmach. &t 3 high level an appreach weuld laok like:

*  Process; Most important to realize i=s that cachy ckservation
gnd resulting conclusion is made within a time f-ame. Over
time the pracess of obsarvation has to ke repeatad, preferably
in an iterative approach messuring before and after a project.
Far this any vanation on Deming's cycle can 22 used.

»  Aglllty (gaps): an arganization syaould find the specif o issucs
which are hindering it's agility. For bais Overby or Oosterhaot
znd war Hilleqersberg could be used. Zmportant to realize is
that this =till is an eowxerdise with a subjective compancnt,
Therefore objective metrcs shoulc be ncludad whe e possikle.

*  Maturlty Meadel; u=c aonc or maore maturity models, this
depends on the scope of the maodels and the disciplines
involved v addressing the agility gaps. Ideally the results of
the Matarity “aodels are combined with o>jective measures
related te the agility gaps; tumever, failare rate, <ime nequired
far implzmentazionf/change, cte. . From an SO¢504
perspective the Maturity Model of Soceli/IBM car be used for
this, for @ more IT foclsed analysis the ZMMI model might Be
more suitable.

*  Roadmap; the cutcomes of the analysis (with ore ar mere
maturity mode sy can result n 3 set of priarities to be
g£dd-cssce. Stating thesce priarities or a timelinz, in arder af
gddressing tham, is @ goed reforonce for carmying out the
requi-ed changesfimplernentations. Howsver, suck a roadmap
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=heuld net be cast in concrete; if a new analysis re=ults inoa
different sct of prioritics, this sqould bBe iscorpaorated in ths
roadmap.

Hierarchy in an agife organizalion

Regarding hlerarchy, research from tha mllitary llterature
suggests that aglle prganlzationz In the current "natworked™
age should have a less stringent hierarchy. This doss not imaly no
bicrarchy, but it decs irply more than only vertical "gpipe lines”. Alsc
Feorizertal and diagenal “pipe lines™ are required, to make various
parts of an organization casily comrmuonicate and  hock  up,
Thearetically speaking S0/50A offers the infrastructure for
thls. Howewver, such an arganlzation will reguira a different sat
of paaple, culture and kind of leadershlp tog. The latter is almoest
rot encauntered in the curren: discussicn in literature ar S0/S0A,

12.6 Achieving agility if using SO /S0A

3o far the discussicn dealt with the sub rescarch. TAis paragraph will
try to comprehe-d all of the previcus corsidesstions te come te an
gnawer on what started this research; the main rescarch guestion.
This was farmulated £s; How oan orgerizebions achicve fbusinozs)
agitity, wharr vsing Sorvice Oricntation ASorvice Orianiod Arcihitocfuro?

Agility

Acility has a ways beoen an issuc, being akle to adapt to changes in thz
envircnment is nek =emething that just comes cof late. Maybs it
becomes maore of issue under the current circumstarces; increasing
compesitive pressure and faster changing leg slation due to ircreasing
glokalizetion and successive changes in the ewircnment, At least it
cames more in fash on, Howaver, the clalm that agllity would not
be possible without SO /50A seems too simple to me. SO/S0A
can be an enabler, but it certainly iz not going te "de the job
alanw™.

The stance of Cap Gemini scems an ocpen dacot) pacpla are at the
ba=is of agility. However it is an important open door. Adding
bt this s that organlzations wlll regulre a level of sklll and
maturity In ather areas, ranging from Individual empleyees to
processes and systems. Thils all wlll; In a cartaln censtallatlon,
cantribute to the agllity of an organlzation. SO/50A can be a
mean ta set up the regquired IT Infrastructurs.

This researcy dlso considered the notion of agility types, to cee
whether it is possible te make a rore cea- divisian on which type of
zgil ty can be enabled >y =0/504,

Fram the four agility types definzd (Mrocuock, Process, Market and
Metweork) Process agility was regarded by most respondents as the
most importaat enabler required fo- tae list of agility gaps for thz
finacial sector. However, based on the currert data it is not possible
to directly szate that SO/S04 chnables a specif o type of agility. One
could anly cenclude that S0/50A should “ccus an cnabling process
gdil by to addrass most acility gaps far the finandial sector.

Sarvice Arfentation s Service Orlented Architectiire

The theary aad interviews pointed to the fack that S0/500 is not just
Erand naw, but a collection of best practices which have ewvolved
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during the prior decades, Because S0,508 reqlires 3 cartain maturiky
of an orgaqization to be deployed officiently, it can be a symptem of
the readiness of an argan zation, Although this is 3 simplification.

S0/=0A can be an enable- of agility to larger arganizations which are
employing waricus (legacy) systens. The technical and architectural
gspects of SO/S0A (far example thinking in {composite) services, use
of a layerec a-chitecture, process driven approach} are centributing
Clearly to this agility. Th s showed in the answears of the respandents of
“de  Amersfocrtze”, who indicatzd that {among athers) technical
gspects Zleady influencec he agility gaps. In this sense the -es=arch
questicn can be answered posit we y.

Cultural and Organizalional aspecis

The cultural and arganlzatlenal aspects ara less claar. & numbear
of topice this resezrch encoutered are;

Hierarchy: The literaturs on [mlitary) agile ocrganizstions
state that more comunicatior -hroughaut an arganization is
requi-cd, according to this thoory agile organizations hawve a
less stringent hierarchy but more autonomcus ad hoc {re )
greuping uniks,

Governance: Zovernance is both with n the S0/5048 context
g5 the larger IT context a major issue. This requires a mature
IT organization with cear pr-ocedures, roles, responsibilizies
znd processes, When startng on a2 3200504 sndeawver an
organizat en shoud hawve it's cowernance oven mare in order.
This requires an 3approach that offers sufficient guidance
withcut ending in a naw bu-educracy which stifles the aqgility
znd flexibility sa longed far.

Slze of an organlzatlon: 30/50A comes forward in
organization  where  compl cated  IT environmentzs  owist.
Currently many of the larger arganlzatlons are starting
with 50/804 Implementatlans. Thls could be parcalved
85 an attempt to attaln the aglliey of smaller
organizations {with les=s complicated IT environments].
These smaller arganlzatienz willl prabably nat directly
start with the technical implementation of 50/5S0DA, bult
will  slewly  Introduce S0/50A as part of opther
applicatiens/Ffunctionality.

12.7 Research tool

To provide an organizazion with a teal for mMeasurement and
comparison on 50/504 oFcrs organizations the poessibil ty for well
considered decisions, Given the complexity and magnitude of S0/504
cndeawars, a tael can be a rezl walue adding instrumoent.

Early attampis

Thi= researck started with Iooking for a set of S0M/50A cheractenskics
which coulc be used for measurement and comzanson. Ak Sirst S04
princzip es and viewpo nks were used, "owever thesa were ar toa ane
sided ftaking enly tecanicalfarchitectural aspects inke accaunt) or too
kigh lowel and incampletz.
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£0/50A Maturlty Models

Ultimately 527524 Maturity Models weare encountered, in varicous set
Lps and degrees of detail. Often only the rrain outlings were sketched,
but the sczual usage of a Matunky Model ~emained vague.

Far the rescarch tool the SOA Matority Madel of Soeqeti was used.
Roason for tais was the cowveragce of warious aspocts of SO7S0A
{Processes, Technology and 2ecpled end the elabo-ate explanatizn on
bew to apply the Matority Model. Howewver, b practice same
drawbaclks of -he Maturity Model of Sogeti were encountered toc:

« It uses a different scaling compared ta the well known CMM{T)
mocels, This malkes comparison difficult.

« The human aspect is recognized, but relatively simale; anly
taking 'skillz' and ‘mindset & knowladge” for business and IT
peaple inte account. Compared to Ehe Agility Matuity Model
cnoauntered [scz paragraph 7.3) there is mere attention fer
the humar factor. But still the human factor gets a quite
meager posizion in the SSA Maturity Medzl of Soget. For
exaniple; kalking Changs  Manmagement ad specific
manages nen: skills into account.

« AltPough the techrical znd precess arcas are addressed in
muore detail, cornzared ko the pecple aspect, 01e could think of
cxtens ons  ir thesc  arcas btoo. Fer ewample: has  an
orjanizat on alresdy defired services? Has an organization
clready Shared Service Contars?

It has been remarked alrcady = couple of tmes that a Maturiby
Model In line with the CMMI model waould be preferable. The
model describad by Son c dees just that, howewer the werls cut of this
mocel was not awvailable. Therefare that Maturity Model could not be
L32d for b questiennaire of this research.

The lirlkk between S04 ard agility could anly bs observed bebween the
main tuilding black=s. Duc to a lack of data znd detail ne spedfic
conclusions could be drawn, Ideal v one wowld have 2 or more caszes
withcut any limizstions in data collectien a-d time, Tren a specific
relation betweeon the lewel of agility before and aftar @ S04
implementation, a-d the progress on S0& maturity tould be
researchad.

CGwverall ane could state that the Maturlty Maodels for SO/S50A
Itsalf are not mature yeat, or not publicly avallahle yeat, In this
context it is intaresting e notz an apen standard offort far a Mazorty
Medel in which among others Logica CMG is invelved. An open
standard wauld be vary preferabla because thls can result In a
high gquality model and contribute to the proliferation and
usage of such a Maturlty Model. Especlally If this can ba
combined with pricr models like CMMI.

Other consideraltion regarding a research ool

Cne could swen wonder whether SC/S0A really requires & separats
maturity madel. Snee an organization takes en with SO/504 it alrcady
Fas a certain amourt of maturity regerding processss and IT. Mavybe
=heuld eoxisting models be adapted ta incorporate a ‘level” at whch
S0/=0A could be a spec fic solution, The sane applies for BRM.

Thiz iz then in line with the Agility Matority Model described in
paragragh 7.3, . The comb nation of 505048 a-d BPM could point to 3
certain level  of  matority e CHMI ! likee)] models. Therefoere
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devzlopments could also focus 91 dewelcping & new Tseryica* of
questions regarding SSFS04 and BPY. The adwvantage of tqis is that
the namz, rezutatior and expedence of the CMMI can BEe reused.

12.8 Recommendations for further research

& research has to be well dafined to be able to ar-ive at an ancwer.
Hewewer in the process of rescarch one cheounters many issues which
zre waorkth a new reseaich init's own, In this paragraph same l2ads are
provided.

Standard repetitfons

Eepeating this research with more cases, abroad ar in different sectors
can lead to more =alid canclusions and deducticns. This can cartinoe
Lsing the current tocaling, or with improved versions of questionnaires.,

GFovernance

The gowvernarcz of S3/504 zolutions is a now aspaet to an already
lenger cxisting discipline.  Descriptive rescarch at a number af
pionegring organizations <an result in more insight in reguired
practices for 30/50A,

The specifics of 50,524 gavernance should be better integrated in the
cwisting practices of IT gevernance, instead of dealing with S0/304A as
z largely indepe-dent discipline. ©2nly this can result in a good
gpplication of S2/504 in the long run.

BPM and 50/50A

In this research the relation between S0/5248% and B2M has been
considercd only superficially. Howewver, in practice BPM ard S0/304
g moare and moare coupled with 50/2048 as= the supperting
infrastructure and BFM an top as 3 process mansgemeant suite. Some
of the cancepts currenty menzianed under SOYS5A might Pave a
strong correlation with BPM, mere research is requred to clarify this
emerging fie d.

Reacarching this razlation te prowvide a (thearectical]) framework could
provide interesting insights and help align the ciscussion on thesza
topics.

Maturity Models

This research used ths SCA Maturity Model of Sogeti, but pointed to a
rumber of weakaessas in this madel teo. Socmea of this weaknesses are
z lack o7 commenal ty with well krovwen models like CMMII] and a quite
brief blozk wn the human aspects ir 52504 Maturity.

Hewewer, the concept of a matority mocel offers adwantages for
campa-isan and anglyses. Espedially if combinzd with 8 classification
gnd prioritizatian tosl. Alsa mind the pror topic of intcgraticn of
S0/=08 with BPM, Further development anc integratior into existing
Mat arity Models can result in maore useful taclirg fo- this area.

This might be an irteresting topic af furthe- research, in this light the
ctancardization effort mentioned by Logica MG might provide a good
platform far this.
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12.9 Recommendations for Cordys
The following recommmeandatizns are made for Cordys;

50/80A (knowladge) Framewark! the conoopts and
gspects of S0/5048 Ere quite awenvhelmng to the uninitiated,
glze dic to differcnt opinons and termirolegy  oxisting.
Therefore an overriding framewaork which specifics the main
outlines of warnous related concepts could be helpful for
cammunicaticn with partners and custemers. This can also be
wseful for placing new concepts and knowlecge into the Cordys
Fercepkion.

Maturity Model; team up with standardization =fforts on
Maturity Maodels and use these in the aralysis phase o now
projeds.

12,10 Conclusicn Summarized

In thiz chapter the main and sub research questions were discussed.
In shart ene can canclude the followirg;

Acility and flexibility are rzalated concepts on dealing with
changes. Agility i= ewt-cme flzxibility, requiring structural and
strateqgic measures of an organization, Flaxibiity is then
regarded as toe capzbkil kv to deal with "normal® change using
the cxisting capacity and means available.

Acility is a form of flexibi ity and neecs ta be specifiec in
concrete topics, this rescarch used the list of agility gaps faor
the financial sector, Howsaver, any  organization  should
rescarch it's cwn cbstades for agility.

The-e is ot a clea- distinction betwesn Service Crientation
gnd Setw ce Criented Architecture. The first is relative y new
gnd not well known, while the second is betler krown buot
ovioHoaced with interpretaticns. This part of literature has to
ke doweloped furtker, carrenty the tochnical aszects e
dominating. Adding te this is that S0O/5048 concepts ae too
often preosented as a bBroed of cheir own, while they are mare
of a continustion of best practices and develaziments in tha IT
induaziy.

Rescarching the impact of 50/504 can best be dene using a
maturity moaodel, because this can cower 8 rangs of topizs and
can deal with warious lewvels of meturity. Howewe-, the coment
maturity rmodels avalable are not mature itself, beiny
incomplete, vague |, acking clear procedures ar beirg owerly
simzlistic on  Zertain aspects. Integration/alignment  swith
"skandard” maturity models like CMMI] could contribute to a
better uzabil ty 3ad comparazilizy of Maturity Models. This can
zlsc contribute to ambedding SO0ECA in exiskting IT
framewarks and practices. Alsa objective metrics could be
included in the analysis.

Far the acility gaps deamed app icable to cases, advancoments
on the build ng Blecks of the SCA Maturizy Madel Lszd where
found to be helpful for addressing the gap. This tould bBe
perceived a3 an indicatien that 530/504& is cne (of mare)
enabler of agility, However, the number of cases cof this
rescarch is limited. Therefore mare rescarch is required bo
make mare =0id statements or this.

Far organizations in gencral, addressing agility requires an
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iterative process of analysis (using {derivatives of 1 the
Deming's cycle and maturity medels). Wherever possible, the
znalysis skould 2e complemented with objective measures.
The set of prarities cerived “tam the analysis can be laid cown
ina readmag.

Maln Research Queston

Let us go back to where it started with, toe mzin ressarch guestion;
"Hew oan arganizatinns ochicve Jhusiness) agility, whon using Soonvion
Qriankation fSenvice riented Archifective ™

Afer all these pages of research, a simplifed anawer would be;
"Business Agifity of an organization sAcws i symbtoms specifis for
cach arganization. IF IT is involved fechnical and avchifectural) 5604
can he g opart of o oandufion b hecorme more agile. Howaver, othar
aspects ko procosscos and coltuve in an organizetion nood fa b
agdressed oo, Meso aspochs ooold Bo parr of what s cafled Scrnee
Orionishon. An organization can zlso start wobth Soevice Crionfod
softifions o bocome awonn agnde, withoot immcafaboly clsming fo
fochrical salutions™.
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Information regarding these appendices

These appondices are part of the research "Agility through Service
Qrigntetion’ervice Q-iented Architacture®, This research iz part of a
thesis carricd out for @ maste- degree at the University of Twente, The
zasignment was cerried out sk the company Cordys.

i€ Mo part of the appenaices i to be ysed outside of Me contoxt of this
teseateh without pefor weitton ameeoval of Hhe agthoe,
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A2. Agility and SO/S0A abbreviations

Tho rise of Sonane Oriontation and Sorvico Onencog Arcrifocturm oomos with @ nombors of
assaciafod  concopls gnd  conscricts, Alas, those concopts gand  constructs 2o nffon
ahbrowvigtod, rosulting Jn 2 load of abbroviations used Bhraegh cackh arlor Lot oveonr not
menbion aircady oxisting sbbroviations.

This agprendie providos an ovocviow of abiroviations wsed in the conrext of s thesis

«  BA ! Gusiness Architecture

»  BOD: Business Diiven Development

L] BPM: Busiess Frocess Managerment

»  BU: Bu=sine=ss Unit

v CC: Competence Center (See also [0T)
»  CEQ: Chief Cxecutive Sfficer

«  CFO: Chief F nancial Officer

»  CIO: Chief Infarmation Sfficar

«  CMOG: Chief Managing Officer

»  CMM: Capakility Maturity Mocel

»  CMMI: Capability Mazturity Maodel Imprewed
»  CopE: Center of Cxcellence

«  CTO: Chief Technaolagy Officer

«  C¥Q): ge=-eral abbreviatior to denate Chef off cers, like ZEQ,
CIo, CFQ, CM, CTo, ke, . Sac also O

v Cwx: ceneral abbreviazion to dencte Chief officers, like CEQ,
CI0, CRQ, CMO, CTO, et | See also TR0

«  DaobD: Department of Defanse

« E&: Entzrprise Architecturs

v EAT: Enterprise App ication Integraticon
» ESE: Enterprise Service Bus

»  HSE: Human Service Bus

«  LQB: Linz o Business

v ICL: Integration Competence Conter [(Soe alse CO)
v I58: Infarmation Systems

»  I8V: Independent Scitware Yendar

v IT: Information Technelogy

»  MaD: Ministry of Defense

v MM: Maturity Model

«  MOM: Message Jriented Middlewars

»  Saaf8: Software-as-a-Serv ce

v S5BN: Smart Business Metweork

»  SBNI: Srnart Gusiness Metwork: in tiative
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SLA: Service Leve Agreement
8QA: Service Jr enked A-chitecture

SQA-BPM: Service DOrented Architecture - BGusiness Process
Managearment

SQAD: Service Criented Ana ysis and Design

SQAP: Limple Object Access Protocal or Service Oriented
Architecture 2ratocel

SQBA: Service Criented Basiness Applicstions
SOBP: Serv ce Criented Gusiness Processas

S0D: Service Oriented Design

SQDA: Serv ce Criented Develepmert of Applications
SOE: Service Driented Enterprize

SOEA: Sorvice Criented Enterprise Architecturs

SDI: Service Oriented Infrastructure

SDMA: Sarvice Qriented Maodelling snd Architecturs
800: Sarvice Cricated Crganization

SOW7: 7 Scrvice Or ented Micwpoints

59: Sarvica Orlantation

SO/ S0QA; Savice Origntation / Service Qriented Architecturs
88L: Shered Service Centar

TOGAF: The Cpen Group Architectune Framowerk
UT: Jniversitait Tweante

XML: c¥tenziblz Markup LangLage
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A3. Visions on Functioning of an Organization

Thozao dopictions o doscibod by Mintzborg aivd show Rvc wvicws an tho funchiering of an
crganization. Theso wicws arc an the formnal hicrarcihy (), the fow of rogulatod sctivity (b)),
e flow of finformal) commarication (o, the various canstollations of woark fd) and the fow of
fadhoc) docision procossos (o), Accarding to Minizborg tha funchioning of an organization is
best deseribed by 2l five visions fogether (not depicted bolow) ™

R

(a) Fluxo de autoridade formal (b) Fluxo de atividades controladas

(c) Fluxo de comunicag&o informal (d) Constelagtes de equipes de trabalho

(&) Fluxograma de um processo decisério especifico

MM Lop Minkzporg | Mintzhorg, p20-25], the fguee fs ftakon fom Eno Brazilian wohsio
M A e e s LRs e Befd s orta TS sl ortAcan 2 i,
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A5. Terms of Search and Analysis

This appendiy contains bvo pares. The Brsi pact confaios the scarch-torms esed for the
ttorgturn rosoarch, cosulting inompud far the ocretical modoll The seoond part coniains the
torms wscd For enalysis aof Bhe cxplorative inbtorviows, This analysis was carricd ouc with Ehe
acceas dafabase ntoevlow stroombinee, fom tho crasmus Uolvorsdy of Rottordam.

AS5.1 Secarch-terms Literature Resecarch

The follow ng terms were ussd as =zearch terms for toe literature
FESEANCA.

v S0A )} 3avice arented Arcaitecture

v 50/ Service Drientation

v 55C/5Nared Sernvize Cantre

v S0 /S04 + 550

v 50 /504 1 impact

50/ 508 + organizational impact

v 507 504 + litersture review

v 50/ 508 + organization bypes

v 50/ 5048 1 conscquerces

v 50/ 508 1 IT Integration

v 50504+ C5FE

v 30/ 504 + prereguisites

S0/ SDA 4+ organizational prerecuisites

v 50 /524 ) business aad IT alignment

v 30 /504 + Grarudlarty

50/ 504 goverrance

50 f 504 + Zase studies

v S50/ 50A 4+ implementation methodclogy
v 5004 Service Cricntec Develapment of Applicetions
« SOBA S Service Driented Business Apzlications
» IT and business alignment

*  Drganization types

= ERP + CE5F's

v IT gowemance f Governance

v ICC/ Integration Competerce Center

v Acile arganizations S Agility
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A5.2 Terms of Analysis for structuring interviews

The fa lowing terms {in dlphabetica order) were usad to label parts of
interviews,

Baility

Acility Gaps

Eqility Types

Architecture

Business Architecture

Eus ness Process Management
Compezence Centers
Enterprise Architocture
Goverrancs

Granulankty

Inkerview Chatker

Laad

Master Data Managerment
Mat arity Model
Crganizaticns
Questicnnaire Remarks
Roadmap

Servire Qrientation

Service Driented Architecture
Service Orented Enterprise
Z0A Principles

Sourcing
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Ab6. Questionnaire

This appondix s gbaout tho guoskionneire sof wp as @ roscarch-ten! for the Bhosis "Agility
threugh S0/5048" It cansists of heeo paragraphs, the frst once dolaiing thoe actual
gunstornare conshructod. The socorng pord containg zaome dummy autoomes, oxpoctiod of the
[Questiaonnaire,

Ab6.1 Intermediate Questionnaire Set-up

The SOWY defined by Allen are chescn as a starting peint far setting up
z comimonly applicable list of viewpsoints on S2/524A, This psragraph
details the reasening fallowed

MOTE; this regsoning rogards Bie informediste questionnaire. This i
o the finadd guestionngite used and the lne of reasoning & Bioe
rofockod, Inftially this rosogrch sidod mare to the staane of Rorvicn
Oricntation. afhouah thiz stopce was Ioft lafor an.

Oplimization

&llen used he principle of aptimization, and szted this concernad
"affering services in real-tirme and at high perfonmance levels”. This is
rathe- obwious, and doos not take into accourt that a service’s
performance sheuld relate to the bype of seivice {commeodity o value
£dd). Fer this thesis it is preposed perfermance needs ta be adapzed to
circumstances End type of scrvice, therefere it is incorporatad in the
prinZiple of adaptaticn.

End-usar focus

CLstcmear-fit is deceiving becausa it seems ta deal only with ewxternal
customecrs. 50/504 is broader than anly focusing on exteornal
customers, internal costomers are explicitly  alsa addrezsed bys
30/204.  Although  Allen's  woarding does not cxclude  intermal
custamers, for this hesis it is assumed to be < 2arer to speak about
end-user focus.

Nelweoerk-connechivily

Allen defined a principle "Martner connectivity™. Again ths makes a
one-sided impression, are ony partners irrplied? Me customrers? What
is the difference betweoon a zartner anc a custemer? It is supposed
Fere that it is tha ability tc 2xchange services acress the netwaork of
fa} walue chaind=). This can be up and down the value chair, or even
te a different walee-chain, Therefore this prinzizle i= reworced ta faous
on the camplete netwerk.

Governance

e stap ewpericnce as dofined by Allen s & rather wague principle. It
does only cover the cuskomer's experience, and does not bothar abcut
the implications for tae underlying services. The {corrpesition of)
vnderlying services need to be managed, -eng ng from selecting the
Epp-opHate =crwices at the richt S04 layer to cheosing the appropriate
channel. This all alse requires choosirg the right infrastiructure and
performance levels, Adding ko the complexity is what is charged for
these composed servizes? This all relgtes to how tc manage toose
setwices, this is commonly labeled “Gowvernance™. Therefore this is
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intraduced 3as a now principle instead of cne stop exparience.

Viewpoints of 50/504
Thi= results in khe fol owirg list of viewpeints of 50/5048;

End-user focus;

Adaptability;

Transparence;

GOvernanca;

Mabtwork-cornnecthdby;

Multl-channal capabllity;

The expericnce af the end user

{businesscustomer) of a
{campositel s=ervize shoulc  be
leading.

Extent to which services a-d
processes  can be  adapted  to
changing circumstances due to
requirerents. The source o° thess
regui-ements can be interaal or
coming from the environment.

Uz  aof ewxcharqgeable  cowxternal
{carmmuodity) services, o “oous on
Figk-perfarmance CCre
SErvicCs processcs,

Inzight in {suk parts of] internal
and ext=-mal progesses recarding
performances.
Includes  also
informaticn
processes,
Abilities ta link serwices or (parts
of i processes scamlessly with
those of partners and customers,
Ability to incorporate conimod by
services of partners, or  offer
services to ather members of the
retweork.

The presence of a [focused)
coorcinating  crganizational  unit,
with procedures fo- the analysis,
selectien  and creaton  af  an
apprapriate partfalio of services.

& process focused at maximiziig
the (ecenamic]  Eencfits of a
50550 program.

Eroducts; a portfalio set of services
ava lahle for use, at  the
appropriaze  granularity lewels.,
Including mechanisms te measure
performance.

Seryices can be offered  through
warious chanrcls, and towards
cifferant parties.

oonsistency  of
acroEs various
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AB.2 Intermediate Questionnaire
La

Firsl page — Toble af Contents

Date Interview:

Location Interview;

Interviewse;

Interviewer;

Relevant MP3files; '

When completed, please retumn this fom n the aitached envelop to;

Cordys.

ra.v. Hajo van Ravenswaay Claasen
Pasthus 118,

3880 AC

PUTTEN

Contents of this Questionaire

= Intreduction 2

Guestions Part |

»  Check-box on applicable Agility gaps: 4

Guestions Part 11 & N

= Agility gap 1; “Growing demand for financial fransparancy and accountability™ 3
= Agility gap 2; A trend towards outsourcing of IT personnel” L
= Agility gap 3; "A trend towards outsourcing of IT related systems and processes” T
= Agility gap 4; "Need for multi-channel anytime any place access to products and services™ B
= Agility gap 5; "Emerging price war [market focussed on price) and shrinking margins” 9
= Agility gap &; "Escalating IT costs of system Maintenance & Support” 10
= Agility gap T; “Increasing introduction of new substitute products or services” 11
= Agility gap &; "Need for (more] online distribution channels™ 12
= Agility gap 9; “New regulation on european level” 13
= Agility gap 10; "dropping levels of sales from new products and services” 14
= Agility gap 11; "Migration from ERP legacy oriented architecture to Service Oriented Architecture™ __ 15
= Agility gap 12; "New regulation on national level” 18
= Agility gap 12; "Need to decrease delivery time” 17
= Agility gap 14; "Need for lower priced products and or services” 13
= Agility gap 15; "Shortening of product lifecycle” 19
GQuestions Part 1V

*  Requirements per Service Orientation Principle 20
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TFatrogduction

Introduction

This document is a questionnaire for exploratory interviews and case studies, as part of a
research into how Service Orientation affects Agility-gaps in the financial ssctor. This
guestionnaire consgists of 3 — 4 elements (3 in case of an explorative interview, 4 in case of an
interview as part of a case study).

On this and the next page an explanation is provided which research steps are taken in this
guestionnaire, on p5-19 agilty gaps are taken under consideration.

Context and scope of the Research;
The financial sector is one which is undergoing many fundamental changes, ranging from
legislation, to market approach and types, sizes and location of markets. In popular business
terms this has often been labeled agility, or more specifically the lack of agility.
This has implications for how financial organizations should organize themselves, their processes
and their structure. Service Orientation has emerged as a possible solution fo utilize existing and
new IT in this new environment. In this sense the claim is often stated that Service Orientation of
S04, enables agility. But how does it address the issues labeled as agility exactly? That is what
this research tries to address.

1) Top 15 Agility gaps for the financial sector; Comes from a research of Oosterhout et al, see
list below.

Very Small - Agility Gap Ratio - Very Large

Growing demand for financial transparency azd sccoustability
iBamsel-2 IS

Awend wowards omsoureimg of IT personnel...

A drend krecards outsourcing of IT related systems and
processes., T

Neod for mvalti-chanmel any tioe any phice seeess o produets &
BEVICRE, . e .

Emérging price war tmarkan foctsed on pewe ) | Shrinking
Escalating [T costs of sysicms maindenance & suppori.....
lmcreasing introskaction of sew substio products of

service R

Bl for (moeed online distribution chanmels. .

New pegulation om Buropean level .
Dircgping levels of sales Trom new products and
sErvice aieees

Migrarson from ERF La

Oriemied Archileciose. ..

Biteeiues i Service
N poguBation om Matisaal kvel,

Need to decrease delivery Hme_.. ..o

Meed for lower priced procucts and o services

Skartening of product [Hecyele . oo

1] 2055 A0RD 11 08 10055

If applying this guestionnaire to (theorstical) cases the first page will contain a checkbox on which
agility-gaps are applicable to the specific case. Per Agility gap, on a separate sheet, see page S
(not applicable to explorative interviews!l)
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2} ldentification of type of agility involved; through chackboxes, types of agility resuits from an
arficie in ClO-magazine. Please indicate what type of agility is involved by this agility gap
(muitiple answers possible)
= Metwork agility; the ability to quickly set up and (re-Jorganize connections with
partners and customers.
= Process agility; the ability to adapt the (internal) process guickly to address rising
challenges
= Product agility; the ability to quickly produce and (re-)design products, suited for
changing demands in a marketiplace.
= Market agility; the ability to rapidly enter 8 market with a specific product and/or
switch between markets.

3) Service Orientafion Principles; Extent to which principles affect an agility gap is measured
through a S5-point Likeri-scale Own principies, partly based on Allen. These definitions will be
used to assess the agility gaps.;

= End-user focus;

= The experience of the end-user (business/customer) of a {composite) service
should be leading.

= Adaptability;

o Extent to which services and processes can be adapied to changing
circumstances due to requiremenis. The source of these requirements can
be internal or coming from the environment.

o Use of exchangeable external [commedity) =ervices, to focus on high-
performance core services/processes.

=  Transparence;

o Insight in (sub-parts of) internal and external processzes regarding
performances.

o Includes also consistency of information across various processes.

=  MNetwork-connectivity;

< abilities to link services or (parts of} processes seamlessly with those of
partners and customers

= GOVernance;

o The presence of a (focused) coordinating organizational wunit, with
procedures for the analysis, selection and creation of an appropriate pertfolio
of services.

o A process focused at maximizing the (economic) benefits of a SOAISO
program.

o Products; & porifolio set of services available for use, at the appropriate
granularity levels. Including mechanisms to measure performance.

=  Multi-channel capability;

o Services can be offered through various channels, and towards different

parties.

Ideally the high-level principles defined above are detailed into specific requirements per
principle. Interviewees are asked to expand on (potential) requirements they identify under the
topic “commentz”. (Theoretical) cases will be analyzed for their specific requirements applicable
to high-level principles too.

If there are any questions, feel free fo contact;
Hajo van Ravenswaay Claasen at IWavenswaaijc/aasen@cordys.com
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Checkbox on Agliity-gaps

Check-box on applicable Agility gaps;

This is only applicable in case this quesfionnaire is provided as part of a case sfudy af your
organization. This means your organization is the fopic of this gquestionnaire. If this is not the
case, you are asked for your opinion on how sach Service Orientation principle might address an
agility gap. Then please skip this page.

If you wsed Service Qrigntation / S0A o address a specific business issue (stated here as agility
gaps), please check the agilify gaps applicable fo your case. Notice thaf mulfiple answers are
passible.

|:| Agility gap 1; “Growing demand for financial transparency and accouniability”

I:I Agility gap 2; “A trend towards outsourcing of IT personnel”

|:| Agility gap 3; “A frend towards outsourcing of IT related systems and processes”

I:I Agility gap 4; "Meed for multi-channel anytime any place access to products and services”
|:| Agility gap 5; "Emerging price war (market focused on price) and shrinking marging”
D Agility gap &; "Escalating IT costs of system Maintenance & Support”

I:l Agility gap 7; “Increasing introducfion of new subsfitute products or services”

I:l Agility gap 8; “Meed for {more) enling distribution channels®

I:l Agility gap 9; "Mew regulation on European level”

D Agility gap 10; “dropping levels of sales from new products and services”

Agility gap 11; *Migration from ERP legacy oriented architecture to Service OCrienfed
Architecture”

I:l Agility gap 12; *New regulation on naticnal level”

I:l Agility gap 13; “Need o decrease delivery time®

|:| Agility gap 14; “Meed for lower priced products and or services”
I:I Agility gap 15; “Shortening of product lifecycle”

If your specific case is not mentioned above, pleaze state here what was the specific driver
applicable to your project (multiple answers possible);
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Matching SQ-princlples on Aghiity-gaps

Agility gap 1; “Growing demand for financial transparency and
accountability”

Type of agility Metwork |:| Process |:| Product I:l Market |:|

affects agility gap affecks agilty gap in  affects agility gap affects agility gap on affects agility gap on
same aspects

{almost) not most aspecis all aspecis
1 2 3 4 3

A. End-user focus;
*  The experience of the end-user (businessicustomer) of a (compasite) service should be leading.

1 | 2 | 2 | 4 | ]

B. Adaptability:
*  Extent to which services and processes can be adapted to changing circumstances due to requirements. The
source of these reguirements can be imtemal or coming from the environment.
»  Use of exchangeable external (commodity) senices, to focus on high-performance core senices/processas.

1 | 2 | 2 | 4 | 3

C._ Transparence;
*  Insight in (sub-paris of) miemal and exiernal processes regarding performances.

» __Includes also consistency of information across various processes
1 2 3 | 4 | 3

D. Network-connectivity:
*  abilities to Fnk senvices or (pars of) processes seamlessly with those of paniners and customers
= Abildy to incorporate commaodity services of pariners, or offer services io ather members of the network.

1 | 2 | 2 | 4 | ]

E. Governance:
*  The pressnce of 3 (focused) coordinating organizational unit, with procedures for the analysis, selection and
creation of an appropriate porifobo of services
* A process focused at maomizing the (economic) benefits of a3 S0OASD program.
*  Products: a portfolic set of semvices available for use, at the sppropriate granularty fevels. Including
mechanisms to measure performance.

1 | 2 | 3 | 4 | 5

F_ Multi-channel capability;
*  Semvices can be offered through various channels, and towards differsnt parties

1 | 2 | 2 | 4 | 5

Comments / Reasoning;
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Additfonal requirements par prfnciple

Requirements per Service Orientation Principle
-lzve! principles are defailed info specific reguirements
e these below. i you come up with an alfemative or

The principlies defined are high-level o es. ldeally these hi
per principle. [ you come up with sush requirements please
adaitional high-level principle, pleass also state 5o balow.

A. End-user focus;
The experience of the end-user (husiness/customer] of 3 [composite) senvice should be leading.

E. Adapiability;
Extent to which senvices and processes can be adapted to changing circumstances dus o requirements. The

sourze of these requiremants can be miema’ or coming from the environmeant.
Use of exchangeable external (commodity) senices, to foous on high-performance core senvices/procassas.

C_ Transparence;
*  Insight in (sub-paris of] intemal and external processes regarding performances.

v Includes also consistency of information across various processss

D. Network-connectivity;
abilities to fnk services or (parts of| processes seamlessly with those of partners and customers.

Abildy to incorporate commodity senvices of pariners, or offer senvices fo other members of the network.
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E. Governance;

The presance of 3 (focused) coondinating organizational wnit, wih procedures for the analysis, s=lection and
creation of an appropriate porifobo of services

A process focused 3t mawmizing the (economiz) benefits of a SOASD program.

Products: & portfolic set of semnvices available for wse, st the appropriate granularty lewvels. Including
mechanisms to measure performance.

F. Multi-channel capability;

Services can be offered through varcus channels, and towards different parties

--Thank you for your time and co-operation !! --
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A6.3 Final Questionnaire Set-up

The guestionnaire consists of five parts; an intreduction, a matching of
ggil ty-gaps on agi ity-types, a scoping of agility-gaps, a S04 maturity
modal and a matching of agility gaps on main classes of the 504
maturity model

TFatrogduction

The irtrcduction will provide a =hort ewplanation on the buoild-up,
=cope, foous and application of the questiennaire. Also contact detzils
in casc of additional questions will be pravidad.

Agility—gapzs versus hypes

The agility gaps will be matshed through @ multiple choice checkbaox
with the fo lowing ag lity-types; Frocess, Product, Network, Mzerket and
Zompliancs. Alsa the aptions ‘cen't know' and ‘other, .. . [2lease fill
inl* will be provided.

The agility-gaps are rtaken fram the artice of Hillegersberg, these
£gil by gaps are the tap 15 af agility gaps for the financial sector ir the
Metherands' .

Agiliby—gaps scoping

Berause net all agility gaps will be applicable to a theoretical fpractical
case, a si ple inclusion-cption >er agility-gap will be providad.

If a- agility-gap is excluded {deemed not appicable) it will also not
return in the firal matching between agility-gaps and the main clas=es
of the SCA Matarity Model

S0/S04 Maturity Model

The S04 Maturity Model used in this these is the on= dea-'v_a_l_l_:_lped by
Sogsti and IBM, It will be offered through an online website™, bit is
included below.

& descriptien of each aspect of tae raturity mredel is copiad fraom the
book of Seageti and IBM. The &, B, C and D's refer to the makurity
levals af the madel. The levels 0-13 refer ko a sliding scale, A-D ars
lecations on this scale detailed witk a shart description of the typical
ctate if at that position of the scale of the matur ty medel”*,

Due to restrictians it width the main classes of this maturity model arz
ret included. The main classes are processes, technology a-d people.
Aspects 1 to 11 Ere about processes, 12 16 about technelegy and 17-
20 about people.

A Eapr phe article see 'Business Agility ceguiremeants in finansial sorvices; mpeations for T
Architoctures” (Horqoeshoeg, pé]

SWThe wobsifo wsod s hitpoodfreaoniinasurnveys. comy, Intarvicwors are providod with @ log-in
2 g possweord. The weebsits rovides the cesearch data in an oxeo!-file.

3 Fpr a2 doscription of cack aspoct soc fAc boplk S04 far Drofitt, pld2 1460 For the
doscription of Hhe maturity classos angd tre shiding scalo soo pld7-149 Borg, pld4d-146, pld7-
i4ay
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1. Commitment and Meciwatioo A [
N Riclalicrshipes wilh Orojecls C o
ES Rl e R paresibilily A [
4, Crezczlupmznl of Archiloecbr A C
5. l.52 of Archlbadnre B L
L, Archileclural - Teals (Melhodalogy =ml B <
Srllwar )
T Dualils Marage menl B t
F. Sepwive Murlfoliv Fanage menl B r
a. Wislnn of & chitarbur= A u]
13 Aligrnrenl [5 wilh Buesinoss A C D
11, Bulgeling and Manring c ul
iz, Techrmaleay and Slandards A L D
13, CornponenLizalion and reusea A <
14. Dusiness Precess Implegmentation in s B L
15 I3 (Itrastructure  aid ApIcEt ons) L3 T
ThesibniliLw
1A. IS Sacurity A c D
17 SIA Skills 1T A T
1f. S04 SkllE Kusinass A C
13, S04 mindset and knowl2c 2 armong [T A c
pezupl
20, Soh o minelszl and knasdedes areemg A C
Bupiriomss Peaplae

Agiifty-gaps versus 504 Maturfty Model

Fa- each of the 15 agility gaps it is asked ‘waether it is applicable to
the case of the respendent. If the @aswer is 2o, the question is

repeated with the next agility gap.

If the answer is yes, the respondent is asked to indicate whether Ehe
cffect of the S04 Maturty Medel Building Blacks (Process, techaclogy
znd pecple} is negative or positive. For this a S-poirk Likert scale is
L32d with 2 being a negative effect, 2 is neutral and £ is a positive
respondent askec to provide a shoit example
description af the agility gap. After this the guestionaaire prococcds
with the next guesticn.

effect. Alse is
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A7. Case Credit Suisse; reasoning

This appendi providos e rogsening Bhad lay aF the basis of Ailng in Rgure 22 of the resoarech
paprer Tagility through S804 The answars are discissod in soparalo soctions, ane for cach
aspect, 20 in total, Tho aspocts are nemborod (fwhich corvesponds with tho rowr in e
SUTMAriFia G taoke) and rhe seore s dopictod Bohiveon brackots.

A7.1 Commitment and motivation - (B)

The S0A-2ffort at Credit Suisse was decided on by the CIO, because
the then ewisting infrastructure was net up to che task anymore.
Through the vears the sappoit o7 the [ccmplete) management has
beca decisive  for Credit Suisse. Centralizec {Architectural)
cocrdinat on units were set up, which laid down sets of procedures,
stancards and processes. The rele af the cocardiration units was
backed by management ta overcome resisiznoe’™

Because the SO/508 approach is still being set up, and nat integrazed
in thz organization’s processes, the msturity nodel score & (B is
giver.

A7.2 Relationships with projects — (-}

Zradit Suisse sect up {multiple]  architecture teams dedicated b
creating a =0& infrastructure. These teams laid down standa-d= and
processes, but also served as an sdwisory board for prcjects and took
sarvice definitions in review™ .

Frarm t-e description of the cases it is net clea- to mralke up, but the
cammunication secms to be one way { from architcctore to projocts)
znd seams still 2valving, This results ina score of 2 (-1,

A7.3 Roles and responsibility — (A)

&t Credit Suisse the initiative “cr the a-ch tecture is clezdy located in
the IT departrrent; here the central coordination units are set up.
Fram the busiress =de intiative=s can be taken to fanmulate new
=otwices, supparted by IT. Also a quality process with checks on
proposed serv ces is sebt up where the central cocrdination units are
involead™ .

The IT departnent being clearly in charge of architect_re results in
Zradit Suisse at least being ranked at lewel A Howewer, the casec is
meager on the collaboration between busiress and IT an their
zrchitectural process. Therefore a score of 5 is awarded.

A7.4 Development of architecture — (A}

The more & S04 a-chitecture development pracess is integrated in the
continuews process of an organization, the more maturs it is regarded
in this madel. Cradit Suisse has same coordination set up, but na prcr

A n Hhe nain driver and initiation of the S04 TKrafzig, p342-343), maregoement supoort
[Erafeig, p2E61 and strafogle considoeration [Affen, p 2 337

<55 conrral architocturs unitz gnd thoie mle fowards prapocts [RKrafeia, 2477

A0 the frontrall architcoture rale dosabed in IT [Krafzig, p346, Allcn, p303) anc er
Jefindhion of sopvioes [Rrafzig, p347 148).
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owverall planning of the services landscape. "he case of Krefzig states
that 204 is a success ™", but decs not expand on the specific
coocperation between business and IT. Architecture is clearly beyond
the project lewel, But it remains unclear ar it is a transversal process
with the business. Therefare a scorc <F 3 (A) i= filled ir an tye matuority
model.

A7.5 Use of architecture — (A)

Architectire is used within Cred © Suisse for specific goals, S0A is rof
the goal it itself, Howewer no 2rior planning of a service lands=caps is
made, sorvices are chasen and sclectzd i @ bottem up pracess.
Especially redundant fu-ctionalit es in legacy appications aoross
wariods damains are targeted. This helped rationalizing the tecnology
landscapz within Credit Suissc”™™

Architecturs is clesdy used 2eyvond infonmatively usags snd mowing
tewwards stecring content. Bub the cases are not oltspoken on
zrchiteczure already being used to do so, it i= not stated a= the
direction Credit Suisse is mowing into. THis is awarded a score of & L4).

A7.6 Architectural tools — {A)

Cradit Suisse might hawve spedific tocls for architecture (like BEM) but
this does not show from the cases. Dedicated databases far
management of service definit ons and applications are in 2lace. This is
coupled with & policy laid out by the (top} managerment ard detailed
by architectire teams. Education and training scems to be in place at
Credit Suisse, but unclear is or this i= aso abocut company-wids
zrchitectural tools or anly some S0& related databases™ . Taerefare 3
score of G {AY is awarded,

A7.7 Quality Management - {A)

Cuality Managemen: at (proposed) services is carried out in a series cf
checks by the architccture team. This is enecgpsulated in the service
develocpment precess; the idea is ideas flow bottom-op, while guality
Essurance goes tap down™

The guality process at Credit Suisse sesns to maove into the direction
of an interact we assessment. Howewe-, froem the casc description the
stancardized indicators das nat stand clear. Therefore the =ccre of € is
zwarded [A).

A7.8 Service portfolio management - (B)

The portfol o of =scrvices at Credit Suisse grows organically: according
te the cases no prior panning of the s=-vice landscape is done. The
recd for services is facilitated bottom up in a precess where service
Ls2rs and providers sek up a coarse service def nition, Tris def nition is
Lsad for searching existing services for reguired functionality; the
claim is tqat akout 70 8004, of required services is alrcady existing.

O service landacape planmig [ikeafzig, p2487 and o the sunness of S04 [idalzig, pass]
SNOOn the varous domaln TKrafzig, 03447 and the prior planning of the services jandscape
[¥rafrig, pn3d7 348, Allen p3ls]

<F i the sorvion doviapmaeni prooess and fraining [Krafeig, p 2477 ang 504 relatng darobscs
Acn, p310-312)

AV Qualiy Thecks on sorvices TXrafzin, n247 248 Allen, p321 3227
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SLAS are used “or defining needs from the pe-spactive of an end-
user™. At the cascs no description is faound o the funding of those
SEMViCEs.

Services are clearly decoupled from the azplication delivesing them,
the s=ervices are managed using S5LA's, which is 3 criterion for
£ssigning a scerc af 7 (B

A7.9 Vision of architecture — {(A)

Credit Susse uzes Architecture beams for laving down guidelinas a-d
standarcs, which serve a shert term geal. Howewer, it is striking that
ro prier oveqall architecture of regquired =ervices is made™™. From a
change managemsnt perspective this makes sense, but £ is a reasons
to @ssign a =care of just 1 (A).

A7.10 Alignment IS with business - (B)

The intiazion of =2/E0A is already underway for some time at Credit
Suisze, the existing legacy has besn rationalized inte comnains. The
=etvices stomming from these applications and their domains are
gdministered, resulting in an owverview of which applicaticns and
corvices  =erwe  which  part o the  business.?*.  However, the
grchitectural process is nat wet suppo-tng the business ir full; ktha
starting point of Credit Suisse was to disentangle the “integrakico.
spaghetti®. The shift oF parzdigm towards supporting the business
=eems to arise just now, Therefore the score of 5 (B} is filled in.

A7.11 Budgeting and planning - (-)

This tepic is difficult to assess from the cases; ir the case of Allen it is
stated that ye=arly cost-bensfit analyses a~e camied cut, In this section
it is stressed that lang zorm benefits are preferred, ewen if this implics
regative skort-term cost-bensfit -ztins’®, A score of 1 {-) has been
zasigned, alsc dus to the laclk of extensive informatior,

A7.12 Technology and standards — (A)

Technolocy and  standards are {among  aothers) chesen by the
zrchitecture teams, the cases especially describe processes and
standarcs quite extensively. The techrelogy is managed from a
Technicsl Inf-zazructure Architecture (TLA] plan, this plar specifies the
platforms, ocperating systam (25) and middlewarz software. Tha ITA
was used to assess the technelogy required for new or changed
zpplications":.

The cases are not clear an IT is al=o prewing its approcach on processes
znd technclogy. Especially the standards zre net discuss=d in detail.
Therefore the scare of 4 (A} is filled in.

‘0N the dofinition of serices [Krafzip, p347-3438], on servicn datahasos [Alion, p3ii-312),
rensme of sorvices [Krafzig, n35a] and the use 0F SLAYS [Allon, p218 3107
S the position of Architacture within Credit Sinsse MErafzig, pIde- 3487,

43

SN O the impact on business and cchnalogy af Crodit Suisso [Krafrig, p3d2 3467

=5 rhe line of commoditizalicn fallon, p3T8 3117
MU On procosses, strocfurcs [Krafzl, pI47-348, Alicn p303, p321) and tocknslogy JANoR,

i 20my
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A7.13 Componentization and Reuse - (B)

The focus is on decoupling the implementation of physical systems and
their interfaces. Croedit Suisse uses repositorics with scrvices for reuse.
&lsz architecturs and databases are used ta oversee which zpplicetions
deliver what services and where these are uwscd. Fowewver, th s still
only focusses on tecknical IT serwices. Business servioccs are rot
clearly desc+bed in these cases'. Due to the Izc«< of infermation an
business services the scare is set at 6 (B).

A7.14 Business processes implementation in IS - (A)

Frarmn the cases it does net become clear whether business proces=es
gre implemented as part of an info-mation system. But it is explained
Fow business-uzsers can request for the develeprment of new sarvices.
Alsc it is explaired that applicatior development has shortened due to
reuse of existirg services, and that susiness services are used across
zpplications™*. Irdirect clues point to @ flewiblz irplementation of
businass pracesses in the existing information systeris, howewer the
direct leads are meaqer. Mewvortaeloss the sco-c of & (A) is awarded,
becausa tae irmprassion of the case descript an is that Cradik Suisse is
glready quite advanced on this issue.

A7.15 Information systems flexibility — (B)

Cradit 2uisse had to deal with cwist ng legacy, which was set up as
"monalithic giants’, These silos doubled a lot of identical functiaaality,
reducing this douzling was ane of the first geas of Credit Suisse.
Legacy w3as encapsulated and nterfzces bebtwee- applications were
fredstructured, sometimes tis resulted in the merging or splitting of
zpplications. Reducing data redundancy and establishing a clear
master data maragomaent process was a primary goal ™',

This description ef the situztion at Crodit Suisse shows that actions
were taken pro-actively. Integrstion across various infrestructares and
£ pplications has already boen acaicved. Howewer, this integration dacs
ret szem te be organization-wide and completaly focused on process-
integration yek, Tharefore a scare of 4 (B) iz awarded.

A7.16 Information Security — {(A)

Security is not discussed in the cases on Credit Suisse, woich is not
rare given the corfidential nature ef this tepic. Thercfore this tozic
receives a score of just L (&), Howewer, given the nature of @ argz
financial institution, the actual score will be prozably much highsr.

A7.17 SOA skills IT - (B)

The cazes of Crodit Suisse show that S3/S0A skills are prosont &mang
IT pecple ir Crecit Suisse. Especially the internal award-wi-ning
businzzs schaal points te zn prescnt base of knowledge aad skills.
Given the origin of the S0/508 sffort IT-architects are at toe frent of

o application and service portfolics fAllen p3II1-313, Krafzig p348] and on the focus on
decaumiimg fAlen p302]

S In application dovolapinont [Krafelg p255 3EAT and the roquesting process of fnow)
sorvicos | Kirafzig p347- 348 ),

M deaacy agnlications FAon p31E) and Fow to doal with theme leoeoy fANcr n358717
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lknow edge an 30,504 within Credit Suisse®’. This resulzs in & score of
& (B}

A7.18 SOA skills Business — (-}

The 30/5048 skills of the business of Credit Susse are rot cloarly
described in this case. It is stated that the business can define a rouga
definition of a8 =se-wice -equrod, but in whch greater procoss this
definition is ¢ eated by the busitess is wvague., The only clear notions
zrc that business poople also attend toe interral business schoal®,
Therefore 8 score of 1 (-1 has besn awarded, but this can =acily
change if mare informatian is found.

A7.19 SOA mindset & knowledge IT People — (A)

Ses the description under 17, A lower score is awsrded because the
IT zrchitects still seem to fAIfill & pionceriag role within the IT
organizatior toa®¥?. A score of 2 [A) is awarded.

A7.20 SO0A mindset & knowledge Business People -
(A)

Sece the description under 18, & score of L { ) is awarded.

27 0 the intornal husiness sehool and the role of TT architocts fAlle, p322].

S Cn croating sorvico definitions [irafrig p 247 3481 ang the inremnal business school [Allen
p323

3w rhe Fole of TT Aechitocts PARn, 3027,
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