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Project Name

Enterprise Architecture Planning Implementation, Project Number: DOIT###

FY 2000 and FY2001

Profile Date: 4-12-2000

Description

The Department of Information Technology will implement a formal process for standards development and technology selection which the META Group calls Enterprise Architecture Planning (EAP).  EAP is a formalized, industry recognized process that establishes the steps necessary for corporations and governments to analyze and select IT across the enterprise.  The EAP process includes the following:

· Recognizing and integrating statewide business strategies and objectives into IT technology decisions

· Establishing a governance process and organizational structure to ensure all State agencies follow the IT standards established

· Steps for ensuring that IT decisions are made to optimize the effectiveness of IT for the whole of state government, not for one agency over another

· Defining an architecture and creating technology standards so that Agencies can make quicker decisions with the assurance that the results will integrate well within the overall enterprise

· Creating a mechanism to review and act upon requests for IT that deviate from the established architecture and technology standards

Project Manager

The EAP process will be mentored and facilitated by Jim Bransfield of META Group Consulting (MGC).  Project oversight will be provided by Gary Therrien, DOIT’s Director of Enterprise Architecture Planning.

Project Management

The project will utilize the META Group Enterprise Architecture Planning process developed by its Enterprise Architecture Strategies Service.  Mr. Bransfield heads the Enterprise Architecture Strategies practice for MGC.  His practice area specialties are business and IT strategy alignment, enterprise architecture development, electronic commerce, contracts, SEC matters, intellectual property and international joint ventures.  He has extensive experience in the high tech manufacturing, higher education, insurance & financial services and government operations.  

Project deliverables will be in standard State formats.

Y2K

Any software used in this project will be Y2K compliant.  As this is not a system development project, there are no other Y2K issues. 

Project Need, Benefit and Impact

Problems and Opportunities

The following sections deal with identified problems followed by opportunities for improvement.

Problems

· Both DOIT and the agencies use independent internal processes to select IT solutions.  These independent processes usually focus on individual IT project strategies and objectives, not on statewide business strategies and objectives.

· DOIT selects IT to meet statewide infrastructure requirements but does not optimally involve the Agencies to ensure the results will fulfill their current and future business needs.

· Agencies select IT to meet their respective business needs but do not optimally involve DOIT nor other agencies to ensure the results will integrate well with the overall State enterprise.

· The current processes for IT selection increase the likelihood of non-standardization, duplication of systems, Statewide infrastructure integration problems, and increased cost for supporting a heterogeneous environment.

Opportunities
· The State of Connecticut has an existing, competitively bid contract with META Group for Enterprise Architecture Strategies (EAS) consulting and research services.  

· The EAS service has a business-oriented process for analyzing and selecting information technologies (IT) across the whole of state government.  This process has served as a model for DOIT architectural planning for the previous 2 years.

· OPM surveyed the agencies in 1999 and discovered that 30 agencies have business plans or were working on one.  These documents can be used to provide a view of agency business problems, strategies and initiatives across a broad spectrum of State business and service areas.

· DOIT will be afforded the opportunity to develop technology standards utilizing agency input.

· DOIT will be afforded the opportunity to better its image and have the agencies look to DOIT as a valued resource to guide and assist them in fulfilling their information management needs and meeting their business objectives.

Project Impact 

All DOIT service areas and all state agencies will be impacted by this project.  The principles, standards, and best practices defined by this architecture will be utilized by all agencies in the Executive Branch.  The statewide products and services contracts that will be put in place to implement the architecture standards will be available to all branches of State government and all the State’s political subdivisions.  The other branches of government will be encouraged to participate in the EAP process, to implement the resulting standards and best practices, and to utilize the statewide contracts.

IT Architecture

This project will define the Statewide IT architecture that will be used by all agencies, including DOIT.

Schedule
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We believe that the scope of the effort described herein will take approximately twenty-four to twenty-eight weeks, with timely participation from the DOIT and agency staff involved.  The intention is to be far enough along in the process, to be able to document the IT projects that will require FY2002-FY2003 budget options by the budget submission deadline in September of 2000.

Project Objectives

Successful implementation of this project will result in accomplishing the following objectives.

· Increase State IT effectiveness by improving the process for IT selection to ensure that IT decisions optimize services for the overall enterprise;

· Control the growing complexity (and related support requirements) of the statewide infrastructure in order to minimize potential costs by setting statewide standards for IT;

· Enable State IT service groups to react faster to changing requirements by establishing an architecture to guide the decision making process for selecting IT;

· Integrate the EAP process into DOIT and Agency IT processes;

· Document the EAP process, policies, and procedures;

· Acquire the necessary personnel to perform and support the EAP process as an ongoing program;

· Educate participating DOIT and agency personnel on the EAP process;

· Identify statewide business strategies and objectives as the basis for the architecture;

· Create the architecture principles upon which IT standards will be derived;

· Create the IT standards for the State enterprise;

· Perform a gap analysis comparing current IT systems with the new architecture and IT standards;

· Create an Architecture Migration plan to implement the architecture.

Project Scope

Architecture Project Planning and Initiation

The objective of this initial effort is to organize the project to ensure success and refine the scope of the engagement.  The resulting project plan and business case will establish a detailed DOIT and MGC staffing plan, identify critical success factors, formalize the technology domains to be addressed, and identify project dependencies.  The results of this initial phase will ensure that all stakeholders and participants understand what is required for success.

Activities will include:

· Developing the detailed project plan;

· Reviewing existing DOIT and agencies’ business strategies, strategic automation plans, and existing IT architecture documents to determine the quality of available information and how best to provide any missing information;

· Reviewing the organization(s) charts and deriving the major functional areas;

· Documenting the key players (stakeholders);

· Documenting the critical success factors for the project;

· Determining the scope and boundaries for each of the selected architecture domains;

· Analyzing project risks in terms of size, scope and project structure;

· Finalizing the DOIT project team members for each phase and major task area;

· Developing training curriculums and conducting one or more training sessions in the architecture development process for DOIT senior management, members of the Business & Technology Strategy Board, the Core Architecture Team, the Domain Teams, and the Infrastructure Teams;

· Preparing the initial communication plan for business and IT staffs (including Web publication); 

· Preparing and conducting kick-off sessions for business and IT staffs;

· Establishing a Governance process and organizational structure;

· Determining the points of convergence between Agency business and IT planning, and the EWTA process;

· Determining the points of convergence between the State’s budget process and the EWTA process;

· Developing an approach for addressing the State’s E-Government and ERP initiatives in phases one through five of the EWTA process; and

· Establishing the format for each deliverable and the process templates.

The must-do strategies of DOIT and the agencies will form the basis of the architecture and help IT focus on the most important requirements of the State’s business and service programs.  The Business Drivers and Business Information Requirements will be reviewed in a group setting (Business and It Strategy Board) to help ensure business buy-in and participation in the architecture process.

Phase One: Clarify Business Strategy and Establish Business Participation: Create Business Drivers, Business Information Requirements and Architecture Vision

MGC will review existing business strategy documentation to be provided by DOIT.  The documentation and any associated business strategy documents will establish a base for the Common Requirements Vision.  MGC and DOIT will synthesize the current and in-progress strategy documents to create the initial Business Drivers and Business Information Requirements.  A series of interviews with senior business executives in the agencies is likely to be needed.  

Phase One activities include:

· Frequent Architecture Team meetings for planning of activities, synthesis and review of materials, and creation of deliverables;

· Review of existing and in-progress business strategy documents;

· On-site working sessions with IT management to identify business requirements, critical issues and currently deployed technologies;

· Creation and documentation of DOIT and agencies’ Business Drivers and Business Information Requirements;

· Management presentation and critique of Business Drivers and Business Information Requirements;

· Presentation to Business and IT Strategy Board to discuss the findings and gain support for the next phase;

· A two-day, onsite Architecture boot camp conducted with both an EAS analyst and a member of the project team.  Senior management will likely only attend the first day of this training session.  (This might be a Project Planning and Initiation deliverable depending upon when DOIT wants to conduct the training.); and,

· Critique of Phase One execution including recommendations for improvements next time.

Phase Two: Create Architecture Requirements and Architecture Principles
Phase Two begins the transition from a business context to an IT context, documenting the technology qualities required by the architecture to enable the business strategy.  The Core Architecture Team will utilize the Business Drivers and Business Information Requirements documented and agreed upon in Phase One to derive the Architecture Requirements.

[image: image2.wmf]The other deliverables of Phase Two are the Architecture Principles adapted to the State’s environment from industry and IT best practices.  These principles guide the design choices, standards and products recommended by the Domain Teams and enable the long-term adaptability of the IT environment.  Each principle documents the rationale and implications specific to the State’s environment.  Below is an example of an Architecture Principle:

Phase Two activities include:

· Creation and documentation of the State’s Architecture Requirements;

· Creation and documentation of the State’s Architecture Principles;

· Reconciliation of State’s Architecture Principles with Agency IT Principles where they have already been defined;

· Identification and final selection of relevant Domain Architectures;

· Identification of specific recommendations for the detailed development of the individual domain architectures;

· Identification of domain team participants;

· Development of a current environment status report documenting our insights to date; 

· Presentation to Business & Technology Strategy Board and discussion of the findings, to ensure continued business participation and gain support for the next phase; and,

· Critique of Phase Two execution including recommendations for improvements next time.

Phase Three: Develop Domain Architecture Detail

Phase Three creates the detailed domain architectures for the State.  If needed, MGC will provide domain experts to supplement the MGC architecture team, provide knowledge transfer and produce deliverables.  If MGC domain experts are needed, their fees are included in the option portion of the fixed fee estimate in the META Group Consulting proposal. 

Phase Three: Develop Domain Architecture Detail

Phase Three creates the detailed domain architectures for the State.  If needed, MGC will provide domain experts to supplement the MGC architecture team, provide knowledge transfer and produce deliverables.  If MGC domain experts are needed, their fees are included in the option portion of the fixed fee estimate in the META Group Consulting proposal. 

Representative Phase Three activities include, but are not limited to:

· Train domain teams.

· Creation of the principles guiding the design and engineering within each individual Domain Architecture selected in Phase Two;

· Work with the core architecture team on the definition of a taxonomy of technology domains and their relationship to infrastructure patterns;

· Work with the domain teams to define domain architectures.  DOIT will determine which domain teams will use META Group domain experts to accomplish their work.

· Work with the core architecture team on the definition of infrastructure patterns and their relationship with technology domains;

· Work with the core architecture team on the diagramming of the relationships between technology domains and infrastructure patterns;

· Work with the infrastructure teams on the standards, configurations and best practices for each of the infrastructure patterns; and,

· Critique of Phase Three execution including recommendations for improvements next time.

Phase Four: Gap Analysis and Migration Planning

The Gap Analysis phase begins to bring together application, information (data), organization and technology planning.  Gap Analysis begins with a review of the existing architecture baseline information.  In some cases, MGC works with clients to create or compress documentation about the existing environment.  In other cases, just documentation review and interpretation are required.  The approach for DOIT will be developed during the Process Setup phase.  It is the hope of the project team that the Agency IT Planning process for 2000 will deliver an updated view of the State’s installed base of IT in time to be used in this phase of the EAP process.  We will identify the gaps between the DOIT and agencies’ current state and the future/target architecture.  For each gap identified, we will develop alternative solutions to “fill” the gap, e.g., new applications, new databases, new technology, new skills or management approaches.  The result is a series of recommendations, with priorities and interdependencies documented.  

Migration planning defines the effort necessary to implement the recommendations from gap analysis.  We will identify projects, initiatives and policies to be delivered over a three-year timeframe.

Phase Four activities include:

· Review existing State and agencies’ architecture documentation;

· Create documentation regarding the existing architecture, where needed;

· Identify gaps between the as-is and future target;

· Develop recommendations to close gaps;

· Prioritize and identify interdependencies of recommendations

· Identify projects, initiatives and policies for each recommendation;

· Define a high-level migration plan for a three-year timeframe;

· Define scope and timeline for each project; 

· Create a program plan to coordinate across all projects; and,

· Critique of Phase Four execution including recommendations for improvements next time.

Phase Five: Implementation Planning

During the final phase, we will identify the needed resources and develop the project profiles to implement the target enterprise architecture.  The resources required to plan implementation projects include IT infrastructure management and staff; application management and staff; database management and staff and agency program management and staff.  

Phase Five activities include:

· Identify resources for implementation planning;

· Develop schedule for completion of implementation planning;

· Develop project  profiles , to include:  primary design goals, scope, reuse opportunities; business or IT management sponsors; estimated timelines and resource requirements; and implementation dependencies;

· Reconcile results of Agency IT Planning (e.g. Agency IT projects) with the results of implementation planning;

· Develop enterprise program management charter and plan that all project plans roll up to; and,

· Critique of Phase Five execution including recommendations for improvements next time.

Project Approach 

Approach

Enterprise Architecture Planning will be implemented at the State using the EAP process model developed by META Group’s Enterprise Architecture Strategies service.  This model identifies the process steps necessary to perform EAP and create an Architecture Migration plan.  This model also provides the capability to minimize the time necessary to perform EAP by providing a ‘fast path’ approach that focuses only on the information necessary to create the Enterprise-Wide Technical Architecture.  This model will be modified as necessary to meet the State’s unique requirements.

Project Structure

This project will be organized using two logical stages consisting of major milestones:

Stage I –EAP Process Setup

· Define the EAP process for State

· Document the EAP process, policies, and procedures

· Acquire the necessary personnel to perform and support the EAP process

· Install the necessary tools required to perform and report on the EAP process

· Educate participating personnel (and the State at large) on the EAP process

· Integrate the EAP process into State IT processes

Stage II – Perform EAP Process
· Identify the statewide business strategies and objectives as the base for the architecture

· Create the architecture principles upon which IT standards will be derived

· Create the IT standards for the enterprise

· Perform a gap analysis comparing current IT systems with the new standards

· Create an Architecture Migration plan to implement the architecture

Project Requirements

· Completely documented EAP system (process, organization, communication)

· Neutral EAP process and process owner

· Senior level management supports the EAP process

· State knowledgeable on EAP process through training, presentations, and documentation

· EAP utilizes both business program and State IT staffs on EAP teams

· Target time duration for EAP setup and first run execution is four to six months

· EAP process is based on META Group’s EAS model and modified only when necessary to meet State’s unique requirements

· The implemented EAP process and documentation will be reviewed and evaluated by META Group EAS service.

· Staffing requirements identified by the EAP process are met

· Methods for handling exceptions to the architecture are agreed to by the entire enterprise

· The enterprise agrees to abide by the EAP process, architecture, and technology standards

· Existing process and procedures within the organization affected by the EAP process are identified and updated

· The State of Connecticut strategic planning processes are modified and documented as needed to incorporate the EAP process

· Location(s) for EAP meetings, teamwork, and project are identified and available

· EAP process will use sound project management principles and follow State project management standards and best practices

Project Organization

Stakeholders

Primary Stakeholders:

· Chief Information Officer (CIO) [EAP sponsor]

· Agency Heads

· Agency Deputies and Chief Technology Officer (CTO) [State Business & Technology Strategy Board lead]

· DOIT [EAP process owner]

Secondary Stakeholders:

· State IT Business & Technology Strategy Board (EAP architecture and Architecture Migration plan owner)

· DOIT Directors and Managers

· Agency IT Executives, Directors, and Managers whose divisions are connected to the Statewide Infrastructure

Figure 1 (next page) is a generic version of a Governance model.  The State will define and implement a governance organization that meets its unique requirements as part of the planning phase of the project.
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Limit the number of product permutations to facilitate integration, simplify support efforts, and reduce long-term costs. 


Rationale


In the absence of major business advantage, deploying multiple products delivering similar functionality needlessly increases complexity and cost.  By limiting the number of technologies, and creating a more consistent environment, the State optimizes the cost for implementing, supporting, and maintaining the IT environment.


Furthermore, reducing the number of technology permutations to consider during the planning process simplifies the integration of new functionality and allows the IT environment to adapt more quickly to business change: a time reduction for technology transition and implementation.


Implications


Consider the requirements of potential users in the greater community when investigating new technologies.


Retire technologies providing insufficient functionality or those with high management and support costs, and transition them to new, common, services.


Include the cost of introducing new technology in cost/benefit analysis (i.e., implementation, retirement, user/IT staff training, support, and maintenance cost)


Allow for increasing the breadth of product implementations without repeated contract negotiations by identifying the cost savings for enterprise-wide versus niche implementation in product licensing agreements.
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