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PRACTICE: SAMPLE


This is a sample of the content from the Tetradian More On Enterprise Architecture Practice anthology.


The anthology from the Tetradian weblog explores more about real-world practice for enterprise-architecture and its related disciplines.


This sample contains around one-tenth of the content from the full anthology. The complete book includes about 35 posts and 40 images from the weblog. These posts are split into four groups:



  	
Practice: Roles and Skills - assesses the various types and needs for skills in architecture practice and more.

  	
Practice: Engagement - summarises the challenges of engaging stakeholders and others in the processes of change, and practical tools and tactics to help that happen.

  	
Practice: Influences - suggests examples of elements and concerns that can influence architecture practice in various ways.

  	
Practice: Mispractice - describes examples of flawed discipline and poor practice that can or do cause damage to change-projects and to architecture itself.







For further information on enterprise-architectures and more, visit the Tetradian weblog at weblog.tetradian.com. The weblog currently includes some 1400 posts and more than a thousand images, and is at present the world’s primary source on whole-enterprise architecture - methods, principles and practices for architectures that extend beyond IT to the whole enterprise.


For more ebooks and anthologies on enterprise-architecture and more, visit the Tetradian website on Leanpub at leanpub.com/u/tetradian. (Each anthology contains around 30-40 posts from the weblog.)


Some books are also available in print format, from all regular book-retailers. For more details, see the ‘Books’ section on the main Tetradian website at tetradian.com/books/.


Unless otherwise stated, all text, images and other materials in this anthology are Copyright © Tom Graves / Tetradian 2006-2022..








Where’s the best place for enterprise-architecture?
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What’s the best kind of place to do enterprise-architecture and similar work? What are the best environments, for which parts of the work? And why?


This was a fun set of questions that came up in my Twitterstream earlier this week. We’d started from the age-old problem of enterprise-architecture toolsets being used as a substitute for thinking and exploring:



  	
RiczWest: When, oh when are people going to learn that “having the right tool” does NOT give you an Enterprise Architecture! #entarch

  	
ufarrochil: Too right about the tool alone not giving #entarch. SO many more aspects to it and I work with a leading tool vendor!

  	
ScottDavis: my TOGAF trainer stated ‘a fool with a tool is still a fool’.

  	
ufarrochil: Yep. You can have the finest Gartner-leading tool but if you’re fundamentally stupid you’ll never have #entarch

  	
RiczWest: “my TOGAF trainer stated ‘a fool with a tool is still a fool’.” | Maybe we had same trainer! ;-)




And then, yes, (my fault!), we got happily sidetracked:



  	
tetradian: often the most valuable #entarch tool is pencil and paper (preferably in a good cafe :-) )

  	
ufarrochil: Cafe? Surely you mean “pub”?

  	
ScottDavis: pubs are for extreme EA

  	
tetradian: pubs tend to be for drinking, not thinking? :-) (and more likely the drawings get wet, too… :-( )




But yes, it’s got me thinking about this: where do I do my enterprise-architecture work? It’s not just at a desk, or a whiteboard: there’s a lot more to it than that…


First part is what we might mean by ‘enterprise-architecture work’ anyway. For me it’s a lot of different things, all weaving together:



  	think about things (gosh-there’s-a-surprise…) – in particular, about how things (and people, of course) connect up with each other, work together, support each other

  	talking with others about ideas, and working with them to put those ideas into practice

  	working with others to help them find their own ideas, and put those into practice

  	acting as ‘translator’ between different groups of people, to get them to build shared ideas and practices together




So where’s the best place for each of these activities? For me it’s somewhat as follows:



  	
home-office (whiteboard, notepad, computer): think about things, or write about things

  	
quiet cafe (on my own): getting unstuck in thinking about things, or sort out a bigger picture

  	
wandering around in town (also usually but not always on my own): ditto about getting unstuck or bigger-picture, or creating space for serendipity

  	
cafe or pub-lunch (with one or maybe two colleagues): chew over ideas and overall direction

  	
office-cafe (or sometimes a quieter bar): discuss ideas with a team, or get two or more groups talking with each other

  	
breakout-room (whiteboard etc): brainstorm models, get a group to ‘think sidewise’ about their context (often as a follow-up to a cafe get-together)

  	
‘unconference’ and/or networking session at conference: getting-to-know, connecting virtual to face-to-face, basic serendipity and idea-sharing

  	
random conversation (in the street, in a cafe, on a bus or train or plane): core serendipity, building broader picture




And there are all the ‘virtual’ places, of course: Twitter, G+, LinkedIn, this blog, and so on. (Except I must admit I’ve largely given up on LinkedIn groups these days: too many timewasters with more ego than knowledge or sense…)


So, what are your places, both ‘real’ and virtual? What kind of place works best for you, for what purpose, and in what way? Perhaps even more important, what kinds of places don’t work for you, and why?


Over to you for your comments and experiences, perhaps?





Image credit: Johannes explaining the world, by Igor Schwarzmann on Flickr, under a Creative Commons BY-SA 2.0 licence.
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People-skills – the forgotten EA skillset?


There’s been a long-running thread on LinkedIn about the purpose of enterprise-architecture. Started by Kevin Smith of Pragmatic EA fame, the aim was to provide the shortest-possible summary of the business-purpose for EA. For a long while most of the responses conformed to Kevin’s request to limit the summary to no more than 160 characters – a good challenge, even if most of the answers were still hopelessly IT-centric – but the thread has now moved to a more considered analysis.


One contributor there I greatly respect is South African Roderick Lim Banda. His work on knowledge / architecture / systems / engineering approach is one of the most comprehensive in the field, and draws on the classical Vituvian notions of venustas, utilitas, firmitas (aesthetics, function, structure) as the core for an architecture of the enterprise. On skillsets for architecture, he wrote:



  I think a good EA has a combination of all types – theorist/philosopher, academic, architect. The Vitruvian definition of an Architect still applies:

1. Should have an imagination

2. An understanding of the theoretical and practical aspects of construction

3. Should be versed in: Letters, Drawings, Geometrical Instruments, Optics, Arithmetic, History, Philosophy, Music, Medicine, Law, Astronomy




Agreed. But there’s one further skill-set missing from that list, that trumps all the others: people-skills.


EA is hugely political. If we use the IEEE-1471 definition, an ‘enterprise’ is_people, collaborating and sharing resources towards shared aims and goals. EA isn’t ‘engineering’, it’s about _relationships, between things, machines, ideas, information and much else besides, but above all between people.


To quote Gerry Weinberg, “no matter what the problem looks like, no matter how technical it may be, in the end it’s always a people-problem”. Creating links between people is probably the core skill in enterprise-architecture.


These days, as a consultant in business-architecture and enterprise-architecture, fact is that I do very little detail-level design. I do almost no direct implementation. It’s true that I do create a lot of models and write a lot of documentation – I can’t escape that part of the EA’s role. But my real task is to foster conversations and to help resolve conflicts, so that the people of the enterprise can create their architecture of their own enterprise.


And it’s in those people – far more than in ‘the architect’ – that each of Roderick’s items above will need to come into play: imagination, knowledge of structure, and awareness and experience of the interplay and interdependencies of all the different disciplines within the enterprise. So a key part of my work is to remind those people that they already have each of those, and/or help them fill in any gaps in imagination, knowledge, awareness or experience.


Hence I don’t (and shouldn’t) design the architecture: the clients do. Ultimately the architecture is, and must be, their responsibility: it will only work, only happen, when they know that they own it, that everything in it is their choice, their commitment to each other and to the workings of the enterprise as a whole.


Sounds overly idealistic? Not at all: it’s the exact same principle as in Agile software-development, where the client is an actively-engaged member of the development-team. Sure, EA is often on a much larger scale, and there’s often a lot more emphasis on the ‘people-stuff’ than on that easy (?) unchallenging (?!?) controllable (?!?!?) world of code, but that’s the only difference – honest! 
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Making continuous-improvement visible


Continuous-improvement is the cornerstone of many recent innovations in the business world – Shewhart/Deming quality-management, Six-Sigma, Agile software-development, kaizen process-improvement and lean-manufacturing, to name just a few. The mantra of “release early, release often” has been a factor in the success of many Open Source software projects. And there many other important advantages to continuous change: improvements take effect much quicker, feedback-cycles are faster, there’s better engagement on the shop-floor, and so on. When applied well, such improvements echo all the way down to a much-improved bottom-line – whatever the ‘bottom-line’ may take for that enterprise.


Yet though we may need to think side-wise somewhat to spot it, there’s also one important catch to continuous-change. Continuous improvement depends on large numbers of small incremental changes; the smaller the change, the faster that all-important feedback/improvement cycle can run. But in perceptual psychology, small changes are invisible – a change has to be of significant size or occur at a significant before it becomes noticeable In a well-designed continuous-improvement process, often the whole point is that each change should be almost invisible, because it can reduce the stress of change, and allows potentially-challenging changes to be introduced by respectful ‘stealth’ rather than in a single overwhelming ‘big-bang’. But the more that the improvement-process succeeds in that task, the less anyone will notice each change – which means that the change-team may appear to be doing no work at all. Which is not a good career-move…


Worse, if no-one notices the change, and no-one seems to notice it, then perceptions of product or service may be stuck at first-impressions – which may be long out of date. As ITWorld columnist Esther Schindler put it, in her perceptive article “Why Users Dumped Your Open Source App for Proprietary Software”:



  One thing that became apparent is that the lack of features is a perception that may have dated from a previous version. That is, “I tried it a few years ago, and it didn’t do what I needed then, so I chose something else… and haven’t thought about adopting the [software program] since.” If someone tried your app three years ago, back when it was all raw edges and bare metal, how will she know that it might be time to re-evaluate the options? … [She] may not realize that the version she can download today is far improved. Unless she goes out of her way to look, how likely is she to find out?




Sometimes the classic ‘big-bang’ Waterfall-style projects seem successful because their long release-cycles mean that the step-change introduced with each new release is large to be noticed. To quote Esther Schindler again:



  One attribute of commercial releases is that major feature upgrades are announced with a lot of fanfare. That happens with open source applications that are household names (assuming an appropriately-geek household), but it’s rare.




…which means that some proprietary projects look better because they use a less-effective change-process. Not exactly a desirable outcome…


Part of this is marketing, of course: a big step-change gives a good excuse for an ‘event’ that’s much more noticeable than a quiet, continuous, stolid, ‘steady as she goes’. Yet that is a tactic that’s worth adopting in continuous-improvement processes: invent an ‘event’ of your own, to celebrate change and advertise the improvements that have been implemented since the last ‘event’. That way you’ll make the work more noticeable – and more valued.


There’s a subtle trade-off here. You’ll want every change to be noticed, but if you set the spacing of ‘events’ too close together, not only will the events blur together too much to be noticeable, but you actually run the risk of increasing people’s ‘change-fatigue’. A common practice in open-source software-development is set formal ‘release-events’ at six-monthly or yearly intervals, even though there’ll often be many ‘point-releases’ in the intervening period. Another useful tactic there is to use names rather than numbers to designate each major change.


Some typical themes in a ‘release-event’ might include:



  	Summary of key groups of changes – keep this list short, no more than 5-7 items

  	Acknowledgement of key people involved in inventing or implementing significant changes

  	Linking process-enhancements to key performance indicators at the whole-of-enterprise level

  	Celebration of the value of change itself




Keep each change and each change-cycle small enough to enhance improve effectiveness every day; yet also ensure that overall change is large enough to be visible and valued. That’s the balance we aim to achieve here.
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The strange joys of the anti-vacation


“Information overload!”, wails my colleague Anders Østergaard on Twitter, “I want vacation, now!” Well, if you need a vacation, and there’s none available, surely there’s always the option of an anti-vacation?


Let me explain – from my current first-hand experience.


At present I’m in Guatemala City, and in theory I’m on vacation. (The ‘in theory’ part is important.) I can’t go out and play tourist, because I’ve been warned that it’s almost a certainty that I would be robbed, or shot, or both. I can’t walk with my laptop to the nearest Starbucks, partly because there isn’t one, and partly because, again, I probably wouldn’t even get there in one piece and/or still with the laptop. According to a poster down the road, there were 6338 homicides here last year; I’m not surprised, because I’ve already twice seen a body-bag lying in the road after some unspecified ‘incident’. There are men with shotguns or pistols pretty much everywhere, most in some kind of uniform, but not always. There were seven or eight armed guards in the small shopping-mall I went to yesterday, and even lower-middle-class suburbs like this one have gates with 24-hour armed guard, and razor-wire on every garden wall. On one main thoroughfare I counted at least four companies who provide bullet-proof armour for ordinary cars. So ‘security’ is big business here: no doubt that those who purport to provide it are very happy at the amount of money they’re raking in…


Pretty much no-one else is raking it in, though. Sure, prices are low in relative terms – a Big Mac is about half the price compared to the US, to give one crude but useful metric – and a typical middle-class rent would be the equivalent of about US$250-350 a month. But an IT-tech, for example, earns around 1000-1200 Quetzales a week, or about the same as I would expect to earn in a single morning as a tech in Australia. For the ordinary everyday folk who are the backbone of any economy, life is pretty tough at present – a fact which is all too evident all round me here.


And my ‘hotel accommodation’ ain’t exactly salubrious either. I’m working with a bunch of guys doing key development on what I would consider whole-of-enterprise architecture, with an emphasis on organisational health and whole-enterprise integration. Given the ‘security situation’ and the short time I’m booked to be here, I need to be close to them, not hidden away in a hotel; so my ‘bedroom’ consists of a bed in the corner of the office, which in the daytime is shared by at least three other guys. The toilet and shower are half-concealed by a thin curtain: there is no door, and no real privacy. I have no idea of how to get around in this city, and my Spanish is barely past the level of “Buenas dias, ¿que tal?”, so in practice I can’t go out anywhere unless someone drives me there – and only one of the guys has a working car. There’s no heating, and no sound-insulation, so with the main ‘periferico’ freeway roaring away all day and night at the end of the street, and the apparent national passion for letting off firecrackers anywhere at any time, earplugs are an absolute must if I’m to get any sleep at all. To be blunt, I’m exhausted, every night, every day; and at times it can feel more like a prison-cell than anything else.


Some vacation…!


Yet in reality I probably feel more alive and engaged here than I have at any time in the past three years. After struggling so much and so long against the myopically arrogant apathy of the business scene in so much of Britain and elsewhere, being here is invigorating. In just eight days here I’ve already run or participated in three workshops for top-level bank executives – one of those workshops a marathon of more than twelve hours – and another large workshop-event for almost five hundred mid-level employees. All of it has worked well: if ever there was need for proof of the need and value of whole-of-enterprise architecture, it’s right here. At least three more such events, and probably several exec-level meetings too, before we go back to Mexico this time next week. I don’t have time to play tourist; I have so much to do right now that I barely have time even to write in this weblog.


So yeah, it’s crazy – probably unutterably crazy – but does feel good, too.


Watch this space?
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On consultancy, enterprise-architecture and playing fair


Most people will know that I’m passionate about enterprise-architecture, and about developing new capabilities in the enterprise-architecture disciplines.


And I guess most people will know that it’s also my ‘paid-work’ profession.


Most people will also know that I go out of my way to help others in this profession, too – particularly folks who are trying to find their way in the difficult twists and turns of whole-of-enterprise architecture.


As my work has become better-known, and more and more people in ‘the trade’ come to realise that the ‘classic’ IT-centric forms of enterprise-architecture don’t and can’t work well outside of IT-infrastructure, I’ve been having more and more requests from others for comment, help and advice. Which is fair enough: I like doing it. Yet the previous steady trickle of requests has now grown to something more like a flood, to the point where it’s really starting to interfere with my regular research and regular consultancy-work.


Unfortunately there also appear to be an increasing number of people in my professional life who seem unable or unwilling to ‘connect the dots’ here, in a professional sense. These people are not members of my peer-group – fellow-researcher/consultants – and they’re not students: instead, they’re often quite senior people in commercially-oriented organisations – some of them very large organisations indeed. And they expect the advice to be professional – which is fair enough – and with responses in same-day business timescales – which is likewise fair enough. In some cases they send me a long stream of queries, seeking further clarification as they sort out the direction they need to follow – which again is fair enough, of course. But what is not ‘fair enough’ is that they also expect all of this advice to be for free – and I can think of several such cases where that un-paid-for advice was worth literally millions of dollars to their organisations. One infamous organisation has even repeatedly asked me to pay them for the ‘privilege’ of correcting the fundamental design-flaws in their models, so that they can then sell on my work as their own. And I’ll have to admit that I’m getting more than a bit fed up with these game-plays, because it should be obvious to everyone involved that none of this is okay at all.


So I perhaps need to be more explicit about asking people to play fair.


If you’re in my peer-group (and you know who you are, and many thanks indeed to all of you), we all continue to share and share alike. We each learn from each other, and each apply what we learn in our own ways and in our own business-contexts. As far practicable, we keep concerns about ‘intellectual property’ and like to an absolute minimum, because we know how much that gets in the way. No money needs to change hands in that exchange, because that’s not what it’s about: we know this. Which is what makes it work, for all of us.


If you’re a student, or someone who’s just getting started, I’ll gladly help where I can, and as quickly as I can, but please don’t assume that I’ll be able to respond straight away. I’m running under fairly extreme overload at present (at least two books to write this year, probably three, on top of all the other work I’m already doing on four continents so far), so do be realistic about it. And please do read the books or presentations first, so that we don’t have to waste time going over old ground that’s already covered elsewhere.


But if you’re working for a commercial or government organisation, and you’re asking for advice that would be of financial benefit to the organisation and/or that you would usually expect to pay a consultant for, please be realistic, and be clear up-front what you’re asking. And if you do need an answer in commercial timescales, expect to pay a commercial rate. (You know what those rates are for your industry in your country.) Taking a lead from Marc Sniukas – another strategy-consultant whose work I greatly respect – you’re welcome to a free consultation for up to an hour’s-worth of time, by phone, via Skype, by email, or even in person, in which we can discuss your business-situation, your aims and goals, and ideas and options for architectural action. But if you want to go beyond that, we need to talk business – and real business rates.


Playing fair helps you too – because if you don’t play fair about this, I literally cannot afford to give you the service that you need.


So let’s all play fair about this. Okay?
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