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Related Processes
¢ Adoption Impact Analysis
¢ Adoption Risk Assessment
Related Roles

* SOA Governance Specialist

Processes
Organizational Governance Maturity Assessment

This process incorporates all of the preceding precepts in addition to several other fac-
tors with the goal of assessing the maturity of an organization in relation to different
areas affected by SOA governance. The purpose of the assessment is essentially to iden-
tify how ready and prepared an organization is to assume SOA governance responsibil-
ities. The results of completing this assessment will not only help determine strengths
and weaknesses within the organization, it will also help define the appropriate scope
of the SOA adoption effort to ensure that it is both meaningful and manageable.

Another expected result of this assessment process is to increase the actual level of
organizational maturity.

Chapter 4 introduced the following common organizational maturity levels:
* Service Neutral
* Service Aware
* Service Capable
* Business Aligned
¢ Business Driven
¢ Service Ineffectual (negative)
* Service Aggressive (negative)

The intelligence and insight gathered by the assessment can help educate key IT stake-
holders, as well as the SOA Governance Program Office itself. This can effectively tran-
sition the IT enterprise from the Service Neutral to the Service Aware maturity level,
thereby reducing the risk of an SOA initiative inadvertently moving to the negative
Service Ineffectual or Service Aggressive levels.
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Figure 7.7

The Organizational Governance Maturity Assessment process.

NOTE

Although the Organizational Governance Maturity Assessment will be
carried out by SOA Governance Specialists and others involved with the
SOA Governance Program Office, the results of this assessment may end
up impacting the structure of the SOA Governance Program Office itself.
For example, additional resources may be added to address identified
gaps or weaknesses. Or, perhaps the assessment results are lower than
expected, thereby requiring a reduction in adoption scope and a corre-
sponding reduction in the size of the SOA Governance Program Office.
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To carry out an Organizational Governance Maturity Assessment process requires a
framework that provides a quantitative means of measuring specific aspects of matu-
rity in the organization. This framework may have its own structured methodology
used to identify symptoms while at the same time diagnosing their root causes. Various
industry and proprietary maturity assessments exist, some of which build on estab-
lished IT maturity models and frameworks.

NOTE

Visit www.soaspecs.com for a list of maturity models and frameworks
relevant to SOA and service-orientation. Note, however, that many of
these models and frameworks are used to assess the overall maturity of
an IT department or its maturity in relation to SOA adoption. Although this
is helpful, it is not specific to assessing the SOA governance maturity of
an IT department.

The Organizational Government Maturity Assessment can also be used to collect statis-
tics about various domain-specific projects so that common pre-project maturity levels
can be captured and so that common transitions between positive and negative matu-
rity levels can be recorded. A valuable metric derived from collecting this information
over time is how much easier and faster subsequent projects transition through or reach
positive maturity levels compared to earlier initiatives. Measured improvements can be
an indication of how early projects are raising awareness of requirements and critical
success factors that can help other parts of the organization better prepare for future
projects.

Related Precepts

¢ Preferred Adoption Scope Definition

* Organizational Maturity Criteria Definition

¢ Service Inventory Scope Definition (Service Inventory Analysis, Chapter 8)
Related Roles

* Enterprise Architect

* SOA Governance Specialist

e Other: IT Manager
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Adoption Impact Analysis

With a solid understanding of an organization’s current level of maturity in relation to
the adoption of SOA and associated governance requirements, the scope of the adop-
tion effort can be more accurately established. This will result in a clear definition of the
target state that the organization expects to achieve as a result of a successful adoption.

With the current and target states well-defined, an analysis can be performed to docu-
ment and assess both the technological and organizational impacts required to carry

out the adoption of SOA and service-orientation.

Chapter 7: Governing SOA Projects

The basic types of impacts addressed by this process are focused on:

e Cost
e Effort

¢ Disruption

Preferred Adoption
Scope Definition
|

Standardized Funding
Model
|

Service Inventory
Scope Definition
J

Adoption Impact )

IT Manager

AR Analysis /
T T 1
Enterprise SOA
Architect Governance
Specialist
Figure 7.8

The Adoption Impact Analysis process.
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The extent of this study will be directly related to the planned scope of the adoption,
as well as the assessed maturity of the organization. The areas covered by an Adop-
tion Impact Analysis process can vary dramatically, as they pertain specifically to the
unique business and technology-related characteristics of a given organization’s cur-
rent and target state.

Provided here is a sampling of some common impact analysis areas:
¢ changes to traditional IT organizational and departmental structures
e introduction of new organizational roles and responsibilities

¢ changes to traditional IT management systems and methodologies (especially in
relation to the governance, ownership, and evolution of shared services)

e impacts to legacy resources targeted for service encapsulation

* new technology products required for infrastructure and architecture upgrades
¢ planned shifts of on-premise IT resources to cloud environments (or vice-versa)
* new or augmented security requirements

* maturity issues related to planned service technologies

¢ performance and reliability impacts (especially in comparison to established silo-
based applications)

The output of this process is typically a formal report detailing the cost, effort, and
anticipated disruption of each identified area of impact. As with the completion of the
Organizational Governance Maturity Assessment, the conclusions drawn from the com-
pletion of the Adoption Impact Analysis may lead to an adjustment in adoption scope.

NOTE

A more accurate analysis of impacts can be performed subsequent to
the definition of the service inventory blueprint specification. Depending
on the methodology being used for the SOA project, it may or may not be
warranted to revisit and revise the results of the original Adoption Impact
Analysis.
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Related Precepts

e Preferred Adoption Scope Definition

¢ Standardized Funding Model

¢ Service Inventory Scope Definition (Service Inventory Analysis, Chapter 8)
Related Roles

¢ Enterprise Architect

* SOA Governance Specialist

e Other: IT Manager

Adoption Risk Assessment

There are several established assessment models and systems used by IT departments
to help determine the risk of change. These models can be used to gauge risks asso-
ciated with new technology adoption, the automation of new business processes or
domains, the proposed expansion or reduction of IT staff and resources, the shifting
of IT resources to external environments (such as third-party clouds), and/or the out-
sourcing of various IT functions.

With all of the intelligence gathered as a result of applying the preceding precepts and
processes, a great amount of information will be available for stakeholders to perform
a formal Adoption Risk Assessment of the planned SOA adoption project. This process
may not result in any new concrete information pertaining to the project planning of
the initiative; however, it may provide some fresh revelations and insights by focusing
solely on risk factors.

Related Precepts

¢ Preferred Adoption Scope Definition

¢ Standardized Funding Model

¢ Service Inventory Scope Definition (Service Inventory Analysis, Chapter 8)
Related Roles

¢ Enterprise Architect

* SOA Governance Specialist

¢ Other: IT Manager
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