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Management abstract

Now more and more organizations decide to outsource one or motkedf services the question
rises how the architecture function should be organized in order to optimally managadhésion
of services during thdifferent phases of theutsourcing process his researchwhich is
performed in close collaboration witlhe Dutch Outsourcing Platformfgcuses on two important
guestions regarding the organization of the architecture functiothe context of outsourcinghow
is the architect population to be shaped if an organization decides to outsource one or more
senices, and about which subjects do these architects communicate with each other?

In order to provide an answer to these questianterviews have been conducted widteven

representatives of outsourcers, service providers and consultancy firms. Alli@vex persons

have supported one or more outsourcing deals and dispose of much knowledge and experience of

the subjects of outsourcing as well as digital architecture. By means of the Sourcing Life Cycle,
formulated by the taxonomy study group of the Dulitsourcing Platform, these persons gave

their opinion about the positioning of the different architect types and the activities that they fulfill

during the phases of the sourcing process, namely the deeisming, selection, transfer,
transformation,provision of services and termination pha&airing the research distinctionhas
beenmaded S 6SSy (GKNBS GelLlSa 2F 2dziaz2dzNOAYy3IT yI YSE e
processes and tooling to the standards of the service provider and tranafannal outsourcing.

The results of this research aused to formulate a model which v&lidated by a second group of
organizations, once again consisting of outsourcers, service prodddionsultancy firmsThe
results show that the positioning diie different architect types is strongly dependent on the
phases of the Sourcing Life Cycle and the type of the outsourcingraetdermorethis research
provides an overview of the activities that the architects should fulfill during the differentgshafs
the sourcing process.

The results show thairchitecture is an indispensable tool for the successful managemeant of
outsourcing deahnd the enforcement of the quayi of the provision of servicesn practice

however architectg€annot always digpse of a clear mandate arnshportant decisionsare
sometimesmade without the architects being consulted or even informatso, for a successful
outsourcing the service provider(s) should be willing to embed the provision of services on a high
level within their own organizationf-or this reasomthe use of a mature architecture and the focus

on innovation should be rewarding for the outsourcer as well as the service provider(s).

The results that are described in this thesis laighly interesting becausaf the newsworthiness of
the subjects of outsourcing and digital architecture, the representation of a large number of
outsourcers, service providers as well as consultancy firms and the implementation of an external_
validation Because of these aspectetiesultsof this researctareimportant for organizations that
are currently in the process of a sourcing deal as well as organizations thsiilleskuated in the
decisionmaking phase of the sourcing process.

~J Management abstrac



1. Introduction

1.1 Cause for my research

More and more organizations decide to outsource one or more of their services. Architecture is an
indispensable tool for the successful managemerdmbutsourcingdealand the enforcement of

the quality of the provision of services. Daan Rijsenindj @uus Delen already described this in
Hann AY GKSANI FNIAOESY WOYGSNLINRAAS | NOKAGSOUdzNS
[R1J04c]n order to maximize the direct and indirect advantages of an outsoudgatpoth parties
have to make opmal use of the advantages and possibilities that the service provider can provide.
On the other hand the outsourcer shall often be afraid to lose too much control of the provision of
services during an outsourcimigal Architecture can provide the outsocer as well as the service
provider withan indispensible tool to manage these concerns, but in order to obtain successful
results the positioning of the architects and the activities that they perform should be clearly
described and agreed upon.

1.2 Definition of the problem
The main question of my research is

- How isthe architect population to be shapédan organization dedies to outsource one or
more services?

In order to answer this question, another question is added:
- About which subjectsalthese architects communicate with each other

In order to provide an answer on the main questions they have Isebdividednto five sub
guestions:

Sub question 1
Which architect types exist and which activities do they perform?

Sub questior2
Where shoull the architect types be positioned during the different phases of an outsoudeiall

Sub questior
About which subjectdo thearchitect types report during thdifferent phases of an outsourcing
deal?

Sub questiod
Is the positioning of the architetypes and the subjects that they discuss during the different
phases of an outsourcirdgaldependent on the type of the outsourcing?

Sub questio®
Does the situation change if the outsour@@multaneouslyses the services of multiple service
providers?

Introduction
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1.3 Research environment

The main part of my research has taken place at the Dutch Outsourcing Platform (Platform
Outsourcing Nederland). The members of the P@isist of outsourcers, servicequiders,
consultancy firmslaw firmsand universitiesThe main target of the PON is the professionalization

of outsourcing in the Netherlands. In order to elaborate this target the PON focuses on knowledge
sharing the transparency of the sourcing market antprovement of the collaboratiobetween
outsources and service providers. During my research | have spoken with several members of the
PON in order to collect informaticemd validatethe results of my researctburing my research |

have held contact with a feedback group of the PON, consisting of Aled&¥aaf and Guus Delen.

1.4 Method of research

1.4.1 Literature study

| have started my research withigerature studyon digital architecture and outsourcing. | have
read relevant books, publications and articles in order to gain a medeth knowedge of these
subjects Theliterature studyprovidesthe foundationfor my research and is the basis for the
introductory chapters anthe interviews which took place latem during my resegch.

1.4.2 Interviews

Subsequently | have interviewed a relavaelection of outsourcers, service providers and
consutancy firms in order to examine their opinion about the definition of the problem and the
different sub questions of my research. | havedisgal interviewswith open questiondecause
this method povides the opportunity to reach consensus with the interviewee about the terms
used. Next to that openuestionsprovide the interviewees with much space for their own
explanation and clarificatiomfter each interview | have sentsummaryof the inteniew to the
interviewee Thisgavethe interviewee the possibility to provide changes or comments on the
summary.

| have used theesults of theliterature study the interviews and my personal visionfarmulate a
model that provides an answer to the e, third and fourth sub question of my research.

1.4.3 Validation
The model is tested by validation interviews performedvsg consultancy firms, two outsourcers
and two service providerd.he results of this validation are described in chapter 5.

1.5 Structure of the thesis
In chapter 1 the research is introduced and the main and sub questions of the research are
presented.

The results of thditerature studyare presented in chapter 2 andwhere the subjects of digital
architecture and outsourcingre introduced and explained. These chapters fedithe basis for the
interviews that took place latewn during my research.

c
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Dutch Outsourcing Platformvivw.platformoutsourcing.nl This organization is comparable to the NOA, the
National Outsourcing Association, in the UK (www.noa.co.uk) )
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In chapter 4 | describe the model that is formulated according to the results diténature study
the interviews and my pesonal visionSubsequently | describe the role of consultancy firms during
the phases of the sourcing process and the implications of deals with multiple service providers.

The results of the validation interviews are described in chaptar h&pter 6 aésuméof the
answers on the@esearchguestions is given, along wigeneralrecommendations fothe use of
digital architecture during the sourcing process. The chapter is concluded with suggestions for
further research.

In appendix Any personal refletion on the research process and the formulation of the thesis is
given. In appendix B | describe the opinions of speciafiskee subject of digital architecture about
the different architect typesThe summaries of the interviews conducted for my reskare given
in appendix C.

Introduction
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2. What is digital architecture?

2.1 Definition

Whenpeople hear the term architecture they often think about cities, buildings, landscapes and the

interior. For the meaning of the term architecture it is necessary to g& tmthe origin of the term

F NOKAGSOG® ¢KS GSNXY | NOKAGSOGU Aada RSNAOGSR FNRY @K
OFANBUOZ YFAYO YR WiS102yQ 60IFNLISYGSNE ON} FhayvySy
originatesfrom the SanskritaR A a4 YI RS dzLJ 2dzi 2F | O2Yo0Ayl A2y 2°
FYR Wil 1aKFIGAQ O0KS gK2 FT2N¥asx O2yaiNMzOiaovd ¢KS 2
forms with dignity.

Through the ages the meaning of the word architect is often direatdtle field of study that
received the most social interest. In an age that is described by Taarthe digital age the need for
digital architects should come as no surprise.

The definition of digital architecture which | will use throughout my redeamociginates from
Rijsenbrij. He defines digital architecture as:

W O2KSNByYyi(iz O2yaA apaBiguiarizéd 20d riileS, @uideldes, agdBtandidds y OA LI S a
which describe how an enterprise, the information supply, the applications, andridsincture
are shaped and behave in their usagR1J04a]

Rijsenbrij explains these principles as: principles are guiding statements for the purpose of essential
decisions. They consist of a fundamental idea meant to fulfill a general requireArehitecture

principles find their origin in the mission statement, the vision and the chosen competition strategy

of the organization as well as from tleavironment Moreover they must fit the intended culture of

the organizationGood principles are holistiof character and therefore noticeable in every part of

the company. Principles need to be made concrete to things obligatory, rules and standards, and
GKAYy3Ia GKIFIG FNB aSyaiofSy 3FdzAiRStAySaz ftaz OFftS
Standards are necessary for the communication with the outside world and for the possible use of

bought components. With respect to rules directives have more interpretation freedom. [R1J04d]

2.2 Architecture worlds

Many architecture schools subdivideetfield of digital architecture in several worldsijsenbrij
divides thidfield in four different worlds. These worlds can be seen as four consecutive layers. As
shown on the following figure the starting point of the architecture considerations lithein

businessThe architecture considerations of the following layers are drawn up subsequently. The Ej
facilities of the underlying layers enable the functioning of the top layers. [R1J044a] g
.'E
o
c
8
=)
©
L
©
% For example the Dutch Government and the United Nations. §
]Ly GKS 5.1 Y2RSt {23S0A RSaONAROSa (KS WwWodzaAaySaa | NOK
WGSOKYAOIf | NOKAGSOGdINEQ® _
AN

 —
o



Facilitating=—

-4
=
D
)
@)
-
o
35 L
& Applications
l Technology
Infrastructure

Figurel: The four architecture worldsj]J044a]

Business (Bvorld)

CKAa Aa GKS f18@SNIAYy 6KAOK GKS WNBFIHfQ ¢g2NIR (G11S
this layer people speak about the products and services that the organization provides, the business
processes that are messary to create these products and services and the organizatiothend

control of people and resources needed to facilitate these processes. The business is prescribing for

the I, A and Fworld.

Information (l-world)

This layer consists of the Infoation streams, the document streams, the information needs, the
information sources and the information exchange with the outside world. The areas of knowledge
management and conteAnanagement also belong to this architecture layer.

Applications (Aworld)

In the layer of the applications the architect concentrates on the application portfolio, integration
mechanisms and the characteristics of the application architecture. Computerized data collections
also belong to this layer. This architecture layesvides the connection between the business and
the technical infrastructure.

Technical Infrastructure (vorld)

The technical infrastructure forms the foundation on which the applications of the organization ru
This foundation consists of networks, comnication connections, hardware, system software and
common software facilities such as packages for word processing-avail €The technical
infrastructure is facilitating for the A, 1 and B world.

2.3 Governance and security
For a healthy organizaticall four of the above architecture worlds deserve the full attention. An
important challenge of the architect is thus to ensure that the organization uses all of the

What is digital architecture?
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facilitating services of the underlying architecture worlds. In addition to this Rijgealtls for two
important extraviews at the four architecture worlds, namely governance and security.

The securityarchitecture describes the methods used to design the security and considers the
whole spectrum of security regulations: from user tovdegand vice versaEvery world has its own
security principles. Principles of the security architecture can sometimes be conflicting with other
principles of an architecture world. For example, sometimes a balance has to be found between the
userfriendlinessof an application and the security of this application. Also, the security principles

of the different worlds need to be adjusted to each other in order to form a whole.

Governance defines the extensive organization that is necessary in order smgmand control the
four worlds in accordance with each other.

2.4 Levels of view

There are different levels of view on which architecture can be applied. Recognizable levels of view
of physical architecture are for example the city plan, the distriab pilae building design and the
interior design.

City plan District plan Building design Interior design

Proposed Zoning Districas
-

Figure2: Four levels of view on physical architecture

According to Rijsenbrij this division is fully usable for describing the architecture of the digital
world®. In order to redee the complexity of the architecture, Rijsenbrij distinguishes four levels of
view: the organization level, the domain level, the Information systems level and the level of the
digital workspace. [RI1J04a]

The organization level
At the organization level design of the whole organization is made at a high abstraction level. The’s
goal of this design is to create the first division of the organization in different domains, consisting%
of business processes, applications and the underlying technical infrageudtis convenient to

tecture?

What is digital

* Privacy included
® Rijsenbrij does note a few remarks. Digigthitecture is never completely finisheurthermore a digital
architecture should not be the ultimate goal of an organization. Instead it should be used as a strategic tool.
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look at the organization as an internal ecosystem, in which the different domains deliver services
and products to each other as well as to the (external) customers.

The domain level

At the domain level it should only take a simglance to see which principles apply, which business
processes are running, how the business is developing, how the technology is integrated and how
the customers are connected to the domain. A domain can be seen as the collection of services
which the dmain delivers to the environment.

The Information systems level

At this level the architecture of the individual Information systems is formulated. The architecture
at this level contains all the principles, rules and guidelines that are needed to ddmdéthe
realization of those information systems.

The level of the digitalvorkspace

The digitalorkspacecan provide a user access to a very large mixture of different domains. Also,

the workspacecan be completely tailored to the role type of theeusThis level can be compared

02 0KS WAYGISNA2NI RSaA3ayQ 2F GKS LIKeaAOlf @g2NIRT
digitalworkspacehe right balance has to be found between the interest of the company and the

individual interest of thausers.

2.5 Architect types

Most of the architecture schools and organizations that use a digital architecture distinguish
between different types of architects which carry out their tasks at different levels of the
organization. At the moment however theeis no generally acknowledged standard that describes
the different types of architects. Wieringa states in his article that many of the discussions about
architect types elapse with great difficulty and many emotions. There seems to be no party that is
willing to adjust its convention. According to Wieringa thisnainly due t@a commercial interest:

the party that is able to promote his terminology to a standard has a commercial advantage
compared to a party that has to adapt his terminology to the fieunded standard. [WIEQ5]

A discussion that stands in close relation to the discussion mentioned above deals with the
definitions of the term architect and the term engineér.the literature and in employment
advertisements the word architect is useddescribe a verdiverse variety of roles. Mentioned for
exampleare security architectsfirewall architectsnetwork architects, Java architects and SQL
architects. According to Rijsenbrij these roles do not describe architects but instead describe
engireers. Thanaindifference between architects and engineers is the approach that they take.

Architectsusea top-down approach while engineetsea bottom-up approach. In other words: E&
engineers provide a partial solution for a bigger problem starting fifogir product or solution %
knowledge. Architects on the other hand rely on their insight and their view of the big picture. %

o
[R1JO4d] T

. . - A s - A . 8 .

¢KAa Wi2L) R2oyQ FLIINBIFOK A& Fftaz2 SELNBlaaSR kY 0K
information and commurgation architect analyses the needs of an organization and uses those 'f,
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For my research | use a classification of architect types based on the thoughts and publications of
three persans, namely Daan Rijsenbrij, Martin van den Berg and Roel WieArgganmary of their
ideas about architect types is given in appendix B.

LikeRijsenbrij | make a distinction be@éen four architect types which are classifiatb two

groups: the scopingrahitects and the solution architects. Next to these architects | explicitly name
the roles of the infrastructure engineer and the security engineer because their activities are of
great importance for the continuity of an organization in an outsourcinged.

Scoping architects

- Enterprise architect
- Domain architect

Solution architects

- Application architect
- Workspace architect

Engineers

- Infrastructure engineer
- Security engineer

Enterprise architect

Conducted by the mission, vision and the strategy ofdfganization the enterprise architect

focuses on the Information systems worldnrorld). The goal of the enterprise architect is to

organize the information streams in such a way that the organizatioroptimally function. For

this purpose the enterpsie architect maps the products, services and processes of the organization
and investigates which information should be available when and where. Using architecture
principles the enterprise architect ensures that the information streams of an organizaitioin an
efficient and effective manner.

The enterprise architect deals with the organization in its whole, the relation of the organization
and itsenvironmentand the division of the organization in different fairly autonomous domains. A
domain can be&onsidered as a collection of services that the domain provides to its environment.
The enterprise architect maps and describes the interfaces between the different domains as clear
as possible.

Domain architect

The domain architect formulates the artdtiture of a specific domain. The domain architect will
focus primarily on the business worldh{@rld). The architect is able to (re)design the domain in
order to transmute the domain to the architecture of the organization. dffimmajor importance

that the domain architect understands the business of the domain and that the architect has a lot
experience and knowledge of the different products, services and processes that are important fo
the domain.ldeally adomain architect is a domain specialgth a talent for architecture.

What is digit@l architecture?

Application architect
The application architect dealgth the architecture of the applications of the organization (the A
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world). The architecture defines the architecture principles for the applications at the orgamizati
level, the domain level and the level of the individual applications. In the case of individual
applications the architecture will consist of a subset of the principles of the scoping levels.
Architecture principles of the scoping levels can be adjubtedew insights in the field of software
engineering, new technological possibilities, changing user requirements and experiences of earlier
projects.

Workspace architect

Theworkspacearchitect deals with the architecture of the digitabrkspace In oder to formulate

this architecture thavorkspacearchitect has to pay attention to the perception and the experience
of the users. Haeedsto find the right balance between the interest of the organization and the
interests of the individual users.

Infrastructure engineer

The infrastructure engineer deals with the technical infrastructure of the organization {eed).
Moreover the engineer pays attention to thechnicalrelation of the organization with its
environment(for instance interoperabilifyand the specifitechnicalrequirements of the different
domains. The technical infrastructure has to comply with the architecture principles of the
organization and the individual domains and has to facilitate their needs.

Security engineer

The securif engineer deals with the security of the organization at the organization level, the
domain level and the level of the individual applications. The architects of the organization should in
my opinion be responsible for the formulation of the security pifites. The engineer however is
responsible for the implementation and safeguarding of these principles at the different levels of
the organization. The security engineer should have thorough knowledge and experience of the
field of security. Architects wil together with the security engineers when they formulate or

adjust security principles.

What is digital architecture?
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3. What is outsourcing?

3.1 Definition

Nowadays almost all magazines concerning information technaleglywiththe subject of
outsourcingIn additionalmost al IT-related companies and consultancy firms have a division that
specificallyfocuses on theuestions and deals concerning outsourcing.

Associations like thButchOutsourcing Platform (Platform Outsourcing Nederland) and the

National Outsourcing Assation in the United Kingdom aim themselves at the further
professionalization of outsourcing. The main targets of the PON are to amass knowledge, to create
a more transparent market and to strive for more collaboration between outsourcers and service
providers.

The taxonomy study group of tHautchOutsourcing Platform defines outsourcing as:

Outsourcing is the transfer of the provision of services, and if applicable, the accompanying
employees and resources, to a specialized service provider followee t®céption of services
during the length of the contract against an agreed quality level and financial compensation
structure.[TAX06]

3.2 Sourcing domains

In 1937 Nobel prize winner Coase recognized the ruaikauy decision and mentioned it in his
Trarsaction Cost Theory. The ma#ebuy decision compares the costs of providing a service or
manufacturing a product with the costs of buying the service or product from an external prarty.
1989 the term Houtsourcing arose as a result of the outsouroifighe IFdepartments of Kodak to
IBM and DEQDELO5At this moment the outsourcing of information systems is often summarized
as Information Techwlogy Outsourcing. The outsourcing of other serviceegcribed agacility
Management Outsourcingr, if the servicesincludea large administrative componerds Business
Process Outsourcing

Some examples dfacility Managemergervices that are commonly outsourced are:

- Qeaning
- Catering
- Security

Some examples of Busind3scess services that are comnhyp outsourced are:

- HRM Services

o

- Financial Administration g

- Procurement g

2

The distinction between IT@nd BPGOs slowly fading. Delen and Rijsenbrij state that the IT ?)

component becomes more and more important for successful-8&40s, while the support of '%

business processes becomes more and more important for successfdel© Delen illustrates §
this with an example of DHL and UPS, two large organizations that are specialized in logistic

™

H
N



services. While these organizations formerly only delivered pacKag#seir clients, they now
provide their clients with complete order processing systems.

In the following figure Rijsenbrij and Delen apply this increasingly fading difference to the four
architecture worlds. The left figure shows the classic distindtietween BPOand ITGdeals. The
right figure shows the increasing blending.

BPO
Applications
ITO
Technology
Infrastructure

Figure3: The blending of ITO and BPO [RI1J04c]

3.3 Phases of the sourcing process

Because the sourcing process encompasses many different actantieesponsibilities it has to be
planned with care. In order to make it more controllable the sourcing process is often divided in
different phases. These phases can be planned to the level of a few weeks. The use of phases makes
it possible to divide ashdescribe the different roles and responsibilities that are important for a
successful sourcing deal. Many consultancy firms and service providers use their own phasing

model to describe the sourcing process. The taxonomy study Group of the PON hasassed t

modek to create an integrated modehe sourcing life cycle. [TAX06]

Feedback

Transition

g
— (e

A

Figure4: Sourcing Life Cycle, PON [TAX06]
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Decisionmaking

Before an organization decides to outsource one or more services it has to formulate engourc
strategy. By means of this strategy the organization should examine which services can be
outsourced and consider the advantages and disadvantages of this decision. There are many
different types of relationships between an outsourcer and one or mereice providers. An
organization can decide to outsource the entired8partment (full outsourcing) or it can decide to
outsource a selected subset of services that thddpartment provides (selective sourcing). An
organization can outsource to a siagervice provider (single sourcing) or use more than one
service provider (multiple sourcing). Furthermore an organization has to decide if the services will
be provided by one or more service providers that are located in the same region as the outsource
(nearshoring), a different region (offshoring) or even in multiple regions (global sourcing).

Selection

When an organization has formulated its sourcing strategy and decides that outsourcing is
preferable it should select one or more service providé&ise selection of service providers is often
divided in three successive iterations; the Request for Information (RFI), the Request for Proposal
(RFP) and #nRequest for a Best and Findfed (BAFQ)In the RFI phase the organization
approaches potentiadervice providerso inquire into their willingness, thembility and their

proven experiencéo take on the service in question. By means of this information a first selection
of potential suppliers is madét.is common to select up to five providerseafthe RFI phase. In the
RFP phase these providers are asked to hand in a proposal and an offer for the provisioning of the
services. After this phase it is common that the two best service providers are asked to make a
definitive, final offer. This offds used to make the final choice for a service provider. Before the
contract is signed both parties will perform a Due Diligence examination. This examination is used
by the service provider to verify the quality and the value of the portfolio of servassets and
employees of the outsourcer. The outsourcer uses the Due Diligence to verify the quality and
durability of the service provider. Reference visits are often used by both parties during the Due
Diligence.

Transition

During this phase the desilgrovision of services will be implemented. The transition phase starts
with the signing of an agreement intention, the precursor of the final contract. The transition
phase is divided in two sub phases; the transfer phase and the transformation phase.

During the transfer phase the actual provision of services, including the accompanying employees
and resources, is transferred to the service provider. During the transformation phase the provision
of services is adjusted to the standards of the serpi@ider in order to benefit from the specific
knowledge and scale of the provider. The taxonomy workgroup of the PON distinguishes three

types of transformation: o
c

-1y WA AaQ UGUNIXYyaaAdA2yY ¢ KSsaadoangdibe LJNE@AR‘%SNJ
outsourcer: no transformation takes place. 2
- Integration of the processes and tooling to the standards of the service provider §
transformation at theservicdlJNE A RSNNR&A &AA RS ® 2
g
=
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- Transformational outsourcing: transformation of the processes and tooling in order to
significantly improve the qualjtof the provision of services: transformatiorbath sides of

the sourcing deal.

Provision of services

The provision of services can continue for several years, dependitige @ontract. During this

phase the service prader provides one or more services for the outsourcer. The outsourcer will
regularly assess the provision of services in order to determimether the quality of the services
meets the agreements of the contract. This assessment is supported by the iembion of a
consultation structure and regular reportages of the service provider. In some cases the contract
can be altered during the provision of services. Matters that can lead to the altering of the contract
are for example important technologicdi@anges or changes in the wishes and possibilities of the
outsourcer or the service provider.

Termination

When the contract ends the outsourcing organization has to make an important choice. The
outsourcer can decide to renew the contract with the curreatvice provider (resourcing), to

transfer the contract to a different service provider (follays sourcing) or to bring the provision of
services back within the own organization (backsourcing). The outsourcer has to evaluate the past
outsourcing period ad the contract before making this decision. [TAXB&]owupsourcing as well

as backsourcing requires a retransition.

What is outsourcing?
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4. Activities and positions of architects in an outsourcing context

4.1 Introduction

For the formulation of the model | have inteewed persons who fulfill an active role within their
organization at thdield of sourcing. In many cases these persons represent their organization in the
DutchOutsourcing Platform. All interviewed persons have a thorough knowledge of the topic of
sourchg and were actively involved in one or multiple sourcing deals. Many of the interviewed
persons also have substantial knowledge offikeé of Digital Architecture.

Foracquiring informatiorl usedoral interviewswith open questionsAfter a short intoduction in
which the purpose of the interview was explained and dedéinitions ofarchitects and engineers
involved (see chapter twayere explained have assessed the views and experiences of the
interviewed persons by means of the Sourcing Life @fdlee PON and the following figure:

Consultant

Demand

Office <«— Deal —

Figure5: Sketch of the sourcing environment.

Outsourcer:An organization that outsources (a part of) her provision of services, and if
applicable, the accompanying employees and resesirto a service provider.

Demand officeA department of the outsourcer that is responsible for the commutioca
with the service provider and with the business units of the outsourcer. It acts so to say as t
bridge between the external provider anld internal organization.

positiorgd of architects in an outsourcing context

Service providerAn organization that delivers services to one or multiple outsourcers duringo
the length of a contract against an agreed quality level and financial compensation structure®
(%3]

Q
Front office:A department of the seirge provider that is responsible for the communication S
with the outsourcer. g
<
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Deal: A partnership between an outsourcer and one or multiple service providers during the
length of a contract against an agreed quality level and financial compensation s&uctur

Consultant:An external organization that is hired by the outsourcer or service provider that
has knowledge and experience of tfield of sourcinghopefully also about digital
architecture)and advises the outsourcer and the service provider duffiregphases of the
Sourcing Life Cycle.

In total | have interviewedbur consultancyfirms, three outsourcers and four service providérs.
The model is based on the results of these interviews as well as on my personalAfisiomards
the model is testd by validation interviews performeak two consultancy firms, two outsourcers
and two service providerd.he results of this validation will be described in the next chapter.

The model is based on the phases of the Sourcing Life Cycle. The first tases pfithe Sourcing
Life Cycle are applicablel t f GKNXS (eL)Sa 2F 2dziaz2dzNOAyYy3Y
processes and tooling to the standards of the service provider and transformational outsourcing.
The utilization of the subsequenhpses is dependent on the type of outsourcing. Conditional upon
the type of outsourcing the following phases of the model will be utilized:

General phases

1. Decisiormaking (8 4.3.1)
2. Selection (8§ 4.3.2)

3. Transfer (8§ 4.3)

Subsequent phases

As is tansition

4. Not applicable in this situation
5. Rovision of services (§ 468

Integration
4. Transformation (§ 4.8)
5. Provision of services (8 4.3.7)

Transformational outsourcing
4. Transformation (8§ 4.8)
5. Provision of services (§ 4.3.8)

Termination
As is transition
6. Termination (8 4.3.9)

Integration or transformational outsourcing
6. Termination (8 4.3.10)

For every phase of the model | have listed gositionof the different architect types and the
activities that they performThe contens of these activities is further described in § 4.2.

® In most sourcing deals there are also law firms involfed.their contritution has no impact on the
guestion of the architects needed. Therefore they were out of the scope of this research.

by WE

Activities and positions of architects in an outsourcing context

N
N



- Themodel is based on thperspectiveof the outsourceyand thepositionand the activities
of the different architect types deal with his interests and concerns.

- If an architecttype is placed at the oisourcer this does not mean that the same architect
type is not also active at the service provider.

- Just like the outsourcer the service providah use his architecture as an important tool
during the phases of the Sourcing Life Cycle.

After the modd | will describe the ra of external consultants (8 4.4 will conclude this chapter by
describing the implications afeals withmultiple service providers (§ 4.5

Activities and positions of architects in an outsourcing context
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4.2 List of activities

Al: Evaluate architecture maturity of the outsourcer.

Duringthe decisioamaking phase the architectd the outsourcerensure that the architecture of
the outsourcer is mature enough orderto deal with the consequences of the outsourcing.

A2 Define the scope of the outsourcing.

Architectsof the outsourcelplay an important advising role during the definition of the scope of the
parcel that is considered for outsourcirithis parcel can be a domain or a fairly autonomous part of

a domain’

A3: Map the interfaces and services of the parcel.

A parcelprovidesone or mae services to the rest of the organizatidn.order to provide these
serviceghe parcel can require services from other parts of tlhganization The architect®f the
outsourcermapthese services antthe interfaces between the parcel and thest of the
organization.

A4: Give advice on the feasibilitgnd the risksof the outsourcing.
Based orthe architecture of the organization therchitectsof the outsourcemgive advice on the
feasibilityand the risk®f the outsourcing

A5 Formulat requirements forthe service providers

During theselection of the service providers tlaechitectsof the outsourceiprovide requirements
based on the architecturprinciples, rules, guidelines and standacdshe organizationThese
requirements areausually formulated in the RFI and the RFP.

A6: Formulate response on the requirements of the outsourcer.

The architects of the service provider formulaite response on theequirements of the
outsourcer for which they use the architecture principlesesy guidelines and standards of their
own organization.

A7:  Assesservice providerdy means of knoclout criteria.
The architect®f the outsourcerassess the responsesthe services providedsy means of knock

out criteria andgive advice inordel 2 4 Sf SO0 (KS WwWoSaiQ aSNBAOS

A8. Evaluate architecturenaturity of the service provider.
During the Due Diligence examinatithe architectsof the outsourcerassesshe maturity and
architecture capabilities of the service provider.

A9 Fomulate migration plan.

Based on their respective architecture principles the archite€the outsourceformulate or check
the migration plan. This plan describesw to transferthe services and processes of the parcel
from the outsourcer to the servigarovider.

"In his Master thesi&rwin van der Gradbrmulates ancdescribes principles and criteria for thelineation
of parcels. [GRA06]

g context

LINR &
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Al10: Facilitatethe migration.

The architect®f the outsourceffacilitate the migration of the services and processes of the parcel
from the outsourcer to the service provider. They provide the service provider the relevant know
how in orderto continuethe provision of services in accordance with the architecture.

All Formulatetransformation plan.

Based on their respective architecture principles the architetthe outsourcer and the service
providerformulate the transformation planThis plan describes how to transform the services and
processesn order to improve the qualityf the provision of services.

Al2 Define and ommunicatediscusschanges of the architecture.

The architecture of an organization is never completely finisiading the provision of services
the different architect type®f the outsourcer and the service provideill define and
communicate or discuss changes in the architecture.

Al3 Perform regular inspections.
Thearchitectsof the outsourcemill performregular inspections in order to ensure that the
provision of services complies with thechitectureof the organization.

Al4: Focuson innovation.

Both the architects of the outsourcer and the service provider should continually focus on
innovation inorder to improve the provision of servicaad adapt to technological changes or
changes in the environment.

Al5: Evaluate past outsourcing period.

During the termination phase the architea$the outsourcemwill evaluate the past outsourcing
period ard the effects of the outsourcing on the architecture of the organization. Based on this
evaluation the architectsf the outsourcemwill advise to renew the contract, transfer the contract
to a different service provider or bring the provision of servigask within the own organization.

Al6: Perform final assessment of the architecture compliance.

Although regular inspections take place during the provision of services phase,iadpetionof
compliance should take place during the termination ghakhearditects of the outsourcer assess
if the architecture of the parcel is still compliant with the architecture of the rest of the
organization and if they can dispose of all the relevant knb@w and documentation needed to
continue the provision bservices This should be guaranteed before resourcing, follgmsourcing
or backsourcing takes place.

Al7. Support thefinal assessment of the architecture compliance.

Architects of the service provider thatere involved during the past outsourcipgriod should
support the architects of the outsourcer during théiral assessment of the architecture
compliance, even if the contract is not renewed.

Activities and positions of architects in an outsourcing context
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4.3 Model

4.3.1 Phase: Decision-Making

Consultant

<—  Deal
Architect/engineer Location Activities
Enterprise arbitect Outsourcer Al: Evaluate architecture maturity of the
Consultant outsourcer.
(enterprise architecturdevel)
" loutsourcer | A2: Define the scope of the outsourcing. |
A3: Map the interfaces and services of

the parcel.

A4: Give advice on the feaslity and the
risks of the outsourcing.
(enterprise architecturdevel)

Domain architect Outsourcer Al: Evaluate architecture maturity of the
Consultant outsourcer.
(domain architecturdevel)

Outsourcer A2: Define the scope of the outsourcing.
A3: Map the interfaces and services of
the parcel.

A4: Give advice on the feasibility and the
risks of the outsourcing.
(domain architecturdevel)

Activities and positions of architects in an outsourcing context
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Application architect Outsourcer Al: Evaluate architecture maturity of the
Consultant outsourcer.
(appication architecturdevel)
" loutsourcer | A4:  Give advice on the feasibility and the |
risks of the outsourcing.
(application architecturdevel)
Workspace architect Outsourcer Al: Evaluate architecture maturity of the
Consultant outsourcer.
(workspacearchitecturelevel)
" loOutsourcer | A4:  Give advice on the feasibility and the |
risks of the outsourcing.
(workspace architecturtevel)
Infrastructure engineer Outsourcer Al: Evaluate architecture maturity of the
Consultant outsourcer.
(infrastructurelevel)
" loOutsourcer | A4:  Give advice on the feasibility and the |
risks of the outsourcing.
(infrastructurelevel)
Security engineer Outsourcer Al: Evaluate architecture maturity of the
Consultant outsourcer.
(securitylevel)
" loutsourcer | A4:  Give adice on the feasibility and the

risks of the outsourcing.
(securitylevel)

Activities and positions of architects in an outsourcing context
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4.3.2 Phase: Selection

Consultant
Deal
Architect/engineer Location Activities
Enterprise architect Outsourcer A5 Formulate requirements fathe

Service provider | A6: Formulate response on the

Outsourcer A7.  Assess service providers by means of

Outsourcer A8 Evaluate architecturenaturity of

Consulant

service providers
(enterprise architeture level)

requirementsof the outsourcer.
(enterprise architecture level)

knockout criteria.
(enterprise architecture level)

the service provider.
(enterprise architecturdevel)

Activities and positions of architects in an outsourcingtegn
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Domain architect Outsourcer A5 Formulate requirements for the
service providers.
(domain architecturdevel)

Service provider | A6: Formulate respons on the
requirementsof the outsourcer.
(domain architecture level)

Outsourcer AT7.  Assess service providers by means of
knockout criteria.

(domain architecture level)
" JoOutsourcer | A8 Evaluate architecture maturity of |
Consultant the service prower.

(domain architecture level)

Application architect Outsourcer A5 Formulate requirements for the
service providers.
(application architecturdevel)

Service provider | A6: Formulate response on the
requirementsof the outsourcer.
(applicationarchitecture level)

Outsourcer A7 Assess service providers by means of
knockout criteria.
(application architecture level)

Outsourcer A8 Evaluate architecture maturity of
Consultant the service provider.
(application architecture level)

Activities and positions of architects in an outsourcing context
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Workspace architect Outsourcer A5: Formulate requirements for the
service providers.
(workspace architecture level)

Service provider | A6: Formulate response on the
requirementsof the outsourcer.
(workspacearchitecture level)

Outsourcer AT7. Assess g®ice providers by means of
knockout criteria.
(workspace architecture level)

Outsourcer A8 Evaluate architecture maturity of
Consultant the service provider.
(workspace architecture level)

Infrastructure engineer Outsourcer A5:  Formulate requirenents for the
service providers.
(infrastructure level)

Service provider | A6: Formulate response on the
requirementsof the outsourcer.
(infrastructurelevel)

Outsourcer A7. Assess service providers by means of
knockout criteria.
(infrastructurelevel)

Outsourcer A8 Evaluate architecture maturity of
Consultant the service provider.
(infrastructure level)

Activities and positions of architects an outsourcing context
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Security engineer Outsourcer A5 Formulate requirements for the
service providers.
(securitylevel

Service provider | A6: Formulateresponse on the
requirementsof the outsourcer.
(security level)

Outsourcer AT7.  Assess service providers by means of
knockout criteria.
(security level)

" loutsourcer | A8 Evaluate architecture maturity of |
Consultant the service provider.

(securty level)

Activities and positions of architects in an outsourcing context
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4.3.3 Phase: Transfer

Demand

Consultant

ofice | <*+—1 Deal

Architect/engineer Location Activities
Enterprise architect Outsourcer A9 Formulatemigration plan.
(enterprise architecturdevel)
A10: Facilitate the migration.
Domain architect Outsourcer A% Formulate migation plan.
(domain architecturdevel)
A10: Facilitate the migration.
Application architect Outsourcer A9 Formulate migration plan.
(application architecturdevel)
A10: Facilitate the migration.
Workspace architect Outsourcer A9  Formulatemigration plan.
(workspace architecturievel)
A10: Facilitate the migration.
Infrastructure engineer Outsourcer A9 Formulate migration plan.
(infrastructurelevel)
A10: Facilitate the migration.
Security engineer Outsourcer A9 Formulatemigration gan.
(securitylevel
A10: Facilitate the migration.

Activities and posibns of architects in an outsourcing context
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4.3.4 Phase: Transformation (integration)

Consultant

Demand
ofice | <*+—1 Deal
Architect/engineer Location Activities
Enterprise architect Outsourcer A1Q0 Formulatetransformation plan.
(enterprise architecturdevel)
Domain arclitect Outsourcer Al1Q Formulate transformation plan.

(domain architecturdevel)

Application architect

Service provider | A1Q

Formulate transformation plan.

(application architecturdevel)

Workspace architect

Outsourcer Al1Q

Formulatetransformation pan.
(workspace architecturievel)

Infrastructure engineer

Service provider | A1Q

Formulate transformation plan.

(infrastructurelevel)

Security engineer

Outsourcer Al1Q

Formulatetransformation plan
(securitylevel

Activities and positions of architects in an outsourcing context
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4.3.5 Phase: Transformation (tr ansformational outsourcing)

Demand

Consultant

ofice | <*+—1 Deal

Architect/engineer

Location Activities

Enterprise architect

Outsourcer AlQ
Service provider

Formulate transformation plan.

(enterprise architecturdevel)

Domain architect

Outsourcer AlQ
Service provider

Formulate tranformation plan.
(domain architecturdevel)

Application architect

Service provider | A1Q

Formulate transformation plan.

(application architecturdevel)

Workspace architect

Outsourcer Al1Q
Service provider

Formulate transformation plan.

(workspace arditecture level)

Infrastructure engineer

Service provider | A1Q

Formulate transformation plan.

(infrastructurelevel)

Security engineer

Outsourcer Al1Q

Formulatetransformation plan
(securitylevel

Activities and positions of architects in an outsourcing context
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4.3.6 Phase: Provision of Services (as is)

Consultant

<«— Deal
Architect/engineer Location Activities
Enterprise architect Outsourcer Al12: Define and ommunicate changes of
the architecture®
(enterprise architecturdevel)
A13 Perform regular inspections.
" |outsourcer | Al4 Focusoninnovaton |
Consultant
Domain achitect Outsourcer Al2: Define and communicate changes of
the architecture.
(domain architecturdevel)
Al13 Perform regular inspections.
" |outsourcer | Al4 Focusoninnovaton |
Consultant
Application architect Outsourcer Al12: Define and communicatehanges of
the architecture.
(applicaton architectureevel)
Al13 Paform regular inspections.
" |outsourcer | Al4 Focusoninnovaton |
Consultant

8 Although no active transformation of the provision of services will take place during an as is transition, the
architecture of an organization can still change, for example due to changes in the environment or new

technological developments.

Activities and positions of architects in an outsourcing context
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Workspace architect Outsourcer Al2: Define and communicate changes of
the architecture.
(workspacearchitecturelevel)
" |outsourcer | Al4 Focusoninnovaton |
Consultant
Infrastructure engineer Outsourcer Al12: Define and communicate changes of
the architecture.
(infrastructurelevel)
A13 Perform regular inspections.
| Outsourcer | Al4 Focusoninnovaton |
Consultant
Security engineer Outsourcer Al2: Define and communicate changes of
the architecture.
(secuity level
Al13 Perform regular inspections.

Activities and positions of architects in an outsourcing context
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4.3.7 Phase: Provision of Services (integration)

Consultant

Demand

ofice | <*+—1 Deal

Architect/engineer Location Activities

Enterprise architect Outsourcer A12: Define and communicate changes of
the architecture.
(enterprise architecturdevel)

Al13 Perform regular inspection

Outsourcer Al4 Focus on innovatian
Consultant
Domain architect Outsourcer Al12: Define andcommunicate changes of

the architecture.
(domain architecturdevel)
Al13 Perform regular inspections.

Outsourcer Al4 Focus on innovatian
Consultant
Application architect Service provider | A12 Define and &cuss changes of the

architecture.
(applicaton architecturelevel)

Service provider | A14 Focus on innovatian

Consultant
Workspace architect Outsourcer Al12: Define and communicate changes of
the architecture.
(workspace architecte level)
" |outsourcer | Al4 Focusoninnodon. |
Consultant

Activities and positions of architects in an outsourcing context
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Infrastructure engineer Service provider | A12: Define and discuss changes of the

architecture.

(infrastructurelevel)
" |serice provider | A14 Focus oninnovation |

Consultant

Security engineer Outsourcer Al2 Define and communicatehanges of

the architecture.

(security level)

A13 Perform regular inspections.

Activities and positions of architects in an outsourcing context
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4.3.8 Phase: Provision of Services (transformational outsourcing)

Demand

ofice | <*+—1 Deal

Consultant

Architect/engineer

Location

Activities

Enterprise architect

Outsourcer
Service provider

Al2 Define and &cus changes of the
architecture.
(enterprise architecturdevel)

Al13: Perfam regular inspections.

Service provider

Outsourcer
Service provider
Consultant

Outsourcer Al4 Focus on innovatian
Service provider
Consultant
Domain architect Outsourcer Al12: Define and discuss changes of the

architecture.
Al3 Perform regular inspeains.

Al4 Focus on innovatian

Service provider

Service provider
Consultant

Al12: Define and discuss changes of the
architecture.

Al4 Focus onnnovation

Activities and positions of architects in antsourcing context
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Workspace architect Outsourcer Al12: Define and discuss changes of the
Service provider architecture.
" |outsourcer | Al4 Focusoninnovaton |
Service provider
Consultant
Infrastructure engineer Service provider | A12: Define and discuss chges of the
architecture.
" |serice provider | A14 Focus oninnovation |
Consultant
Security engineer Outsourcer Al2: Define andcommunicatechanges of
the architecture.
Al13 Perform regular inspections.

Activities and positions of architects in an outsourcing context
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4.3.9 Phase: Termination (as is)

Consultant
Deal
Architectengineer Location Activities
Enterprise architect Outsourcer Al15 Evaluate past outsgcing period.
Al6 Perform final assessment of the

architecture compliance.
(enterprise architecturdevel)

Domain architect Outsourcer Al5 Evalate past outsouring period.

Al6 Perform final assessment of the

architecture compliance.
(domain architecturdevel)

Application architect Outsourcer Al6 Perform final assessment of the
architecture compliance.
(application architecturdevel)

Workspace architet Outsourcer Al6 Perform final assessment of the
architecture compliance.
(workspace architecturievel)

Infrastructure engineer Outsourcer Al16 Perform final assessment of the
architecture compliance.
(infrastructurelevel)

Security engineer Outsourcer Al6: Perform final assessment of the
architecture compliance.
(securitylevel

Activities and positionsfarchitects in an outsourcing context
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4.3.10 Phase: Termination (integration

and transformation al outsourcing )

Consultant

Demand
ofice | <*+—1 Deal
Architect/engineer Location Activities
Enterprise architect Outsourcer Al15 Evalate past outsourcing period
Al6 Perform final assessment of the
architecture compliance.
(enterprise architecturdevel)
Domain architect Outsourcer Al5 Evalate past outsourcing period.
Al6 Perform final assessment of the

architecture compliance.
(domain architecturdevel)

Application architect

Service provider | A17.

Support thefinal assessment of the
architecture compliance.
(application architecturdevel)

Workspace architect

Outsourcer AlG6

Perform final assessment of the
architecture ompliance.
(workspace architecturievel)

Infrastructure engineer

Service provider | A17:

Support thefinal assessment of the
architecture compliance.
(infrastructurelevel)

Security engineer

Outsourcer AlG

Perform final assessment of the
architecure compliance.
(securitylevel

Activities and positions of architects in an outsourcing context
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4.4 Role of external consultants

Rijsenbrij and Delen state that Digital Architecture is a hecessary condition for reliable outsourcing.
[R1J04c]. The architecture of an organization is never completely finished. Irstdakkcture

should be based on the dynamics of the organization anceheironmentand is therefore always
changing. Architects should be able to continually adapt the architecture to the chartitgiatios

of their organization. It is my opinion thaté roles of the different architect types require

knowledge and experience that can be supported, but not substituted by the activities of an
external consultancy firm.

Consultancyirms have often supported many different outsourcers and service prosidering a

great number of outsourcing dealBheir practical knowledge and experience, combined with their
external and independent status, gives consultants the possibility to provide valuable and objective
answers and viewpoints to the different quesi®of the Sourcing Life Cycle. Because of this
consultancyfirms are often asked to provide assistance to both parties of the sourcingTdeal.
outsourcer or the service provider should however always be accountable for the decisions made.

4.5 Deals with multiple service provider s

An outsourcer can decide to outsource his provigigof services to multiple service providers
(multiple sourcing). In this case an outsourcer caardinatethe service providers on a one to one
basisor delegate the coordindon and integrationbetween the service providers to one of the

service providerghe service integratoor prime contractor [TAX06]

This is shown in the following two figures. The first figure shitnscoordination of the service

providers on a onea one basis. The second figure shows the use of a service integrator, in this case
service provider B.

Qutsourcer QOutsourcer

Figure6: Coordination on a one to one basis. Figure7: Use of a service integratorgi®ice provider B)

If the outsourcer coordinates the different service providers on a one to one baspo#igonsof
architects will strongly depend on the activities and roles ofdtierent service providers. The
activities and resultsf one service provider will often influence the activities and resflthe

other service providers and thus the total quality of the provision of services. In order to
successfully managesaurcing deal of this typthe outsourcer needs to make suredt the service
providers arewell acquainted with all changes in the architecture that influence their activities or
the provision of services

Activiies and positions of architects in an outsourcing context
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If the outsourcer uses a service integrator to coordinatedkfterent service providerthe

architects of tke outsourcer wilcommunicatechanges in the architecture with the architects of the
service integrator. Tharchitects of theserviceintegratorare responsible for the communication of
these changewith the architects of theother service providerdt is important that the architects

of the service integrator help to streamline tha&al provision of services and focus on innovation.
Because of thighie reliability and maturity of tharchitects of theservice integrator isf major
importancefor the aiccess of thesourcingdeal. As a matter of fact in this case there are also
architects positioned in the deal.

Activities and positions of architects in an outsourcing context
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5. Validation

In order to validatehe model it has been presented to two outsourcers, two service providers and
two consultancy firms. Thgersonsthat performed the validation were not involved in the first
interview round and the validation was their first acquaintance with the results of my research.
Because of this thmterviewed persons were able independently assess the results of my
researchand were not prejudiced by the conversations which took place bedoceduringthe
formulation of the model.

The validation is conductdaly means of face to face meetings in which | have guided the persons
through the different phases of theodel. This gave me the opportunity to exemplify timodel if
needed.After the entire model was discusseédsked the interviewees the following questions:

- Do you recognize the positions of the architects and the activities that are presented in the
model?

- Duringwhich phases of th&8ourcing Life Cycti architectdulfill the most important role?

In this chapter the results of the validation are presenteitlst Idescribe the results of the
individualvalidation interviews. At the end of this chapterrepent the general conclusion of the
validation.

5.1 Results of the individual interviews

5.1.1 Outsourcers

AkzoNobel

At AkzoNobel | have spoken with Pefawl van Dijk, Manager Global Architecture and Integration.
He recognizethe positions of the ardkects and the activities presented in the model. According to
PeterPaul van Dijk architectsilfill the most important roleduringthe following phases of the
Sourcing Life Cycle:

1. Selection
2. Transformation
3. Termination

According to PetePaul van Dijk thenportance of the differenphaseds strongly dependent on
the scope and the contents of the outsourcing. In general archifetfi$ the most important role
duringphasesn whichthe organization of the provision of services significantly changes.

Shell

I have spoken with Henrik Jacobsson, Manager IT Architecture at Shell Exploration & Production.
Henrik Jacobsson did recognize the positions of the architects and the activities in the model but
made it clear that the model describes a desired sitwatin practicesome activities do not get the

c
desired attention of the architects because of time constraints or financial aspeistdienrik -%
WFE O20aaz2yQa 2 LIAufiAtReymost ikopoitantirolXdingih® following phases of the %
Sourcimy Life Cycle: >
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1. Transfer
2.Provision of services
3. Termination

During these phases it is the responsibility of the archite€the outsourceito provide the

architects of the service provider with the relevant knbew neededto successfully fulfill their

function. The architects of the outsourcer also fulfill an inspecting role during these phases, because
they need to make sure thdlhe service provideadheres to the agreements made.

5.1.2 Service Providers

Capgemini

At Capgemini | have spoken with Andeé@raaf, Vice President and Account Executive Education.
André de Graaf recognizéle positions of the architects and the activities mentioned in the model.
According to him,he phases in which architedtglfill the most important role a&:

1.Decisionmaking
2.Selection

During the decisioimakingphasethe most important activities that the architects fulfill are Al:
Bvaluate architectur® I G dzNR G & 2 F (1 KSDedinzihd famddiBeNdsolirgfg !
During the selection phase the most importadtivity that the architects fulfill is ATBvaluate
architecture maturity of the service provider

Tata Consultancy Services

| have spoken with Dhiraj Deschmykhember of the Architecture Group of Tata Consultancy
Services and currently working aBN AMRO on behalf @iCSDhiraj Deschmukh recogniztee
positions of the architects and the activities mentioned in the model. According to him architects
fulfill the most important role during the following phases:

1.Decisionmaking
2. Transformation
3. Provison of services

During these phases the most important decisions are taken and the most advanced changes in the
provision of services take placEhe most important activity of the decisianaking phase is activity
Al:Bvaluate architecture maturity of theutsourceQThe transformation phase and the provision

of services arsignificantbecause they provide excellent opportunities to focus on innovation and
improve the quality of the provision of services.

5.1.3 Consultancy Firms
Verdonck, Klooster & #sociates

c
I have spoken with Jaap Schekkerman, principal consultant aaldKA specialisin the subject of -%
enterprise architecture. Jaapchekkerman recognizése positions of the architects and the %
adivities mentioned in the moddbut indicatesthat for a successful application of the model the >
activities should be filleth in more detail Hewould like to seehe principles rules,guidelinesand
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standardgthat architects should employ during the phases of the Sourcing Life iGyariger to
managean outsourcingdealin the most successful way. Acding to Jaap Schekkerman architects
fulfill the most important role during the following phases of the Sourcing Life Cycle:

1.Decisionmaking
2. Transfer
3. Transformation

During the decisiommaking the architets provide a map of the existing situatitmat is very
important for the definition of the scope of the outsourcing. During ttansferphase the

architects of the outsourcer provide the architects of the service provider with the relevant know
how needel to continue the provision of serviceBuringthe transformation phase the architects of
the outsourcer and service provider work together to improve the quality of the provision of
services.

Undisclosed strategy consultancy fifm

I have spoken with aomsultant of one of the largeshternationallyoperating strategy consulting

firms. She recognizes the positions of the architects and the activities in the model but like Henrik
Jacobsson she indicates that the model describes a desired situationcticpnmany decisions are
often already made by the higher management of an organization before architects are involved in
the sourcing proces#ccording to her, architecfsilfill the most important role during the

following phases:

1. Decisioamaking
2. Selecion
3. Transformation

During the decisioimaking phase the architects of the outsourese forced to bring the

architecture of their organization to a mature level in order to be able to successfully manage the
outsourcing. During the selection phase thetdtects of the outsourcer assess if the architecture
level of the service provider is mature enough. During the transformation phasguidéy of the
provision of services is improved. In order to successfully improveguhtity of theprovision of

senices it should fit with the architecture of the outsourcer as well as the service provider.
Therefore, close collaboration between the architects of the outsourcer and the service provider is
necessary.

5.2 General conclusion of the validation
All interviewed persons recognize the position and activities of the architects described in the
model. There are howevewb significantremarkswhich need to be taken into account:

- Henrik Jacobsson emphasizes that there is a difference between the model, whicibekesc
the desired situation, ashthe actual practice.

Validation

° Both the nameof this firm and the person interviewed are known to my supervisor.
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- Jaap Schekkerman underlines that for a successful application of the model the activities
should be filleein in more detail.

Since | fully understand the importance of both remarks | underline timeting résumé of my
research.

Based on the results of my validation | cannot make a strong distinction between the importance of
the role that architects fulfill during the different phases of the Sourcing Life Cycle. All phases of the
Sourcing Life Cycte mentioned at least two times by the persons that | spoke with during the
validation. The decisiemaking phase and the transformation phase are mentiotiedmost often.

This at least indicates that the role that architects fulfill during these phiasgfsutmost importance

for a successful outsourcirad should not be neglected by the higher management of the
organizatiors concernedMoreover | get the idea that this validation has to be extended to a much
larger population. | expect to see a diffei@ in opinion between the different parties involved in

an outsourcing deal.

Validation
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6. Résumé

In the introduction of my research | have formulated the main and sub questions of my research. In
this chapter | provide a résumé of the answers on these questiater in this chapter | formulate
generalrecommendations for the use of digital architecture during the sourcing process which
came to my attention during my research. | conclude this chapter with suggestions for further
research.

6.1 Answers on the research questions
The main questions of my research are

- How is the architect population to be shagédn organization decides to outsource one or
more services?

And
- About which subjects do these architects communicate with each other?

In order to proviég an answer to these questions thesere subdivided into five different sub
questions. The answers on the sub questions provide the arstwéine main questions of my
research.Sub question 1 is necessary for the answer of both the main questions. Ssiftoqug, 4

and 5 provide an answer to the first main question, sub question 3, 4 and 5 provide an answer to
the second main question.

6.1.1 Sub question 1
Which architect types exist and which activities do they perform?

At the moment there is no generglacknowledged standard that describes the different architect
types.Many of the discussions about architect types elapse with great difficulty because no party is
willing to adjust its convention. discusgn that stands in close relation to the discisssof the

architect types deals with the definitions of the term architect and the term engineer. Theoopini

on these discussions difffnom specialist to specialist and from organization to organization. For

my research | have studied the ideas andéhagns of three specialists, namely Martin van den Berg,
Roel Wieringa and Daan RijseniBiised on their ideas | have decided to use the following division
in architect types and engineers for my research:

Scoping architects

- Enterprise architect
- Domainarchitect

Solution architects

- Application architect
- Workspace architect

Résumé
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Engineers

- Infrastructure engineer
- Security engineer

These architect typeand engineers are further describ@u§ 2.5.

6.1.2 Sub question 2
Where should the architect types be pasied during the different phases of an outsourcing deal

In chapter 4 a model is presented which shows the positions and activities of the different architect
types and engineers during the phases of the Sourcing Life Cycle. The positions of the architect
types and engineers during the Sourcing Life Cycle are summarized in the fofiguiag

Résumé
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Phase

Decision making

Selection

Outsourcing type All All

Location O S C O S C O:  Outsourcer
Enterprise architect X X X X X S:  Service provider
Domain architect X X X X X C: Consultancy firm
Application architect X X X X X

Workspace architect X X X X X

Infrastructure engineer X X X X X

Security engineer X X X X X

Phase Transfer Transformation Transformation
Outsourcing type All Integration Transformational
Location O S C O S C ©) S C
Enterprise architect X X X X

Domain architect X X X X

Application architect X X X

Workspace architect X X X X
Infrastructure engineer X X X

Security engineer X X X

Phase Provision of services | Provision of services | Provision of services
Outsourcing type Asis Integration Transformational
Location @) S C S C @) S C
Enterprise architect X X X X X X X
Domain architect X X X X X X X
Application architect X X X X X X
Workspace architect X X X X X X X
Infrastructure engieer X X X X X X
Security engineer X X X
Phase Termination Termination
Outsourcing type Asis Integration /

Transformational
Location @) S C (@) S C
Enterprise architect X X
Domain architect X X
Application architect X X
Workspace architect X X
Infrastructure engineer X X
Security engineer X X

Figure8: Positioning of architect types and engers during the phases of the Sourcing Life Cycle
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6.1.3 Sub question 3
About which subjects do the architect typeportduring the different phases of an outsourcing
deal?

In chapter 4 a model is presented which shows the positions and activities diffarent architect
types and engineers during the phases of the Sourcing Life Cycle. The model consists of the
following activities:

Al: Evaluate architecture maturity of the outsourcer.

A2: Define the scope of the outsourcing.

A3: Map the interfacesand services of the parcel.

A4: Give advice on the feasibility and the risks of the outsourcing.
A5:  Formulate requirements for the service providers.

A6: Formulate response on the requirements of the outsourcer.
A7: Assess service providers by means afdkout criteria.

A8: Evaluate architecture maturity of the service provider.

A9: Formulate migration plan.

A10: Facilitate the migration.

All: Formulate transformation plan.

Al12: Define and communicate/discuss changes of the architecture.
Al13:. Perform reyular inspections.

Al4: Focus on innovation.

A15: Evaluate past outsourcing period.

Al16: Perform final assessment of the architecture compliance.
A17: Support the final assessment of the architecture compliance.

These activities are further described84.2.

6.1.4 Sub question 4
Is the positioning of the architect types and the subjects that theguss during the different phases
of an outsourcing deal dependemt the type of the outsourcing?

For my research | have made a distinction betweenthréd$ya 2 F 2 dzi a2 dzZNOA Yy 33 Yy I Y S
transition, the integration of the processes and tooling to the standards of the service provider and
transformational outsourcinglhe first three phases of the Sourcing Life Cycle are applicable to all

three types ofoutsourcing. The utilization of the subsequent phases is dependent on the type of

outsourcing. The model in chapter 4 is therefore subdivided into general phases and phases which

are dependent on the type of outsourcing:

General phases

1. Decisiormaking(§ 4.3.1)
2. Selection (§ 4.3.2)

3. Transfer (8§ 4.3.3)

Résumé
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Subsequent phases

As is transition

4. Not applicable in this situation
5. Provision of services (8 4.3.6)

Integration
4. Transformation (§ 4.3.4)
5. Provision of services (8§ 4.3.7)

Transformationabutsourcing
4., Transformation (8 4.3.5)
5. Provision of services (8§ 4.3.8)

Termination
As is transition
6. Termination (8 4.3.9)

Integration or transformational outsourcing
6. Termination (8§ 4.3.10)

6.1.5 Sub question 5
Does the situation change if thetsourcer simultaneously uses the services of multiple service
providers?

In § 4.5two options to manage outsourcing relations with multiple service providers are described.
Outsourcers can choose to coordinate the service providers on dmogre basis bmake use of a
service integrator or prime contractolf.the outsourcer decides to coordinate the service providers
on a oneto-one basis the outsourcer needs to make sure that all service providers are acquainted
with all changes in the architectur&€hs emphasizes the importance of mature architecture
capabilities of the outsourcer. If a service integrator or prime integrator is used to coordinate the
different service providertheir architects need to help to streamline the provision of services and
focus on innovation. The reliability and maturity of the service integrator is thus of major
importance for the success of the sourcing deal.

6.2 General recommendations

In order to achieve a successful outsourcing deal all parties need to cooperatecon mature

level. Architecture is an indispensable tool for the outsourcer as well as the service provitleg(s).
maturity of the achitectureof the service providelbecomes even more important if the processes
and tooling are integrated to the standag@f the service provider or in the case of a
transformational outsourcingbecause in these cases the outsourdelegateqpart of) the
organization of the provision of services to the service providlased on the results ofiy research

I would like tomakethe following recommendations:

- Allorganizationghat have participated in the interviews or the validation recognize the
importance of digital architecture, but some of them indicate that in practice many
decisions are made before the architectsaof organization are consulted or even informed.
It is very important that the architects can dispose of a clear mandate and are actively
involved in the different phases of the Sourcing Life Cycle.

Résumé

O |e.



- Service providers need tme carefulnot to lookat architecture and innovation from a pure
commercial point of view. Although it is natural that both parties want to profit from the
outsourcing deal, service providers should be willing to embed the provision of services on a
high level within their own orgaretion. The use cd maturearchitecture and the focus on
innovation should be rewardinfpr both parties of the sourcing deal. The outsourcer and
the service provider(s) need to make clear arrangements about these subjects during the

selection phase.

6.3 Suggestions for further research
- This research is based on a relative small number of interviews with open questions. In order
to enhance the cogency of the research the intervgwuldbe performed on a (much)
larger scale. The results of this researah be used to formulate the questionsthie
larger scale research.

- This research discusses the position of the different architect typepandes a summary
of the activities that the architects perforin the process obutsourcingIn a followup
research the subjects about which the architects disausis each other horizontally as
well as verticallyduring the phases of the Sourcing Life Cycle should be-iiiiled

Résumé

6.

(@)
N



Terminology
Backsourcing

BAFO

BPO

Consultancy firm

Deal

Demand Office

Digital Architecture

Domain

Due Diligence

Environment

FMO

The outsourcer brings the provision of serviceskbathin
his own organization after the termination of the contract.

Request for Best and Final Offer. After the RFP the two best service

providersare asked to make a definitive, final offer. This offer is
used to make the finalhmice for a service providefTAX06]

Business Process Outsourcing: the outsourcing of neerMices
that includea large administrative component.

An external organization that is hired by the outsourcer or service
provider that has knowledge and experience of the field of sourcing
(hopefully also about digital architecture) and advises the
outsourcer and the service provider during the phases of the
Sourcing Life Cycle.

A partnership between an outsourcer and onenmultiple service
providers during the length of a contract against an agreed quality
level and financial compensation structure.

A department of the outsourcer that is responsible for the
communication with the service provider and with thasiness

units of the outsourcer. It acts so to say as the bridge between the
external provider and the internal organization.

A coherent, consistent collection of principles, particularized into
rules, guidelines, and standards whibbscribe how an enterprise,
the information supply, the applications, and the infrastructure are
shaped and behave in their usagdielJo4a]

A collection of service§GRAO6]

A thorough examination that takes place at the endh# selection

phase. The outsourcer uses the Due Diligence to assess the quality,

maturity and durability of the service provider. The Service provider
uses the Due Diligence to assess the quality and value of the
provision of services, and if applicableetaccompanying

employees and resoues of the parcel[TAX06]

The set of forces surrounding an organization that have the
potential to affect the way it operates arith access to scarce
resources. [JONO4]

Facility Management Outsourgnthe outsourcing of non F
services thatdo not includealarge administrative component.

Terminology
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Followup sourcing

Front office

ITO

Multiple Sourcing

Organization

Outsourcer

Outsourcing

Parcel

Prime contractor

Principle

Resourcing

RFI

RFP

Service

Service integrator

The outsourcer transfers the provision of services to another service
provider afterthe termination of the contract.

A departmentof the service provider that is responsible for the
communication with the outsourcer.

Information Technology Outsourcing: the outsourcing edivices.

A deal in which the provision of services is outsourced to multiple
service providerd.TAX06]

A social arrangement for achieving controlled performance in
pursuit of collective goal$JONO04]

An organization that outsources (a part of) her provision of services,
and if applicable, the aompanying employees and resources, to a
service provider.

The transfer of the provision of services, and if applicable, the
accompanying employees and resources, to a specialized service
provider followed by the reception of services duriing tength of
the contract against an agreed quality level and financial
compensation structure. TAX06]

A collection of services within a domaj@&RA04]

A serviceprovider that can subcontract parts of the provision of
services to other service provideasd thus acts as a service
integrator. The prime contractor stays responsible for the
enforcement of the quality level and the terms of the contract.

A guiding statement for the purpose of essatiecisions|RI1J04a]

The outsourcer renews the contract with the current service
provider afterthe termination of the initial contract.

Request for Information. The outsourcer approaches potential
service providers to inquire into thewillingness, their ability and
their proven experience to take on the service in quest[diX06]

Request for Proposal. The outsourcer gsé&ential service
providers for goroposal and an offer for the provisioning of the
services[TAXO06]

An ordered set of activities with a specific gd@RA04]

A service provider that provides the coordination and integration
between the different service providers in the case of multiple
sourcing.
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Service provider

Anorganizatio that delivers services to one or multiple outsourcers
during the length of a contract against an agreed quality level and
financial compensation structure.
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Appendix A Personal reflection

Start of my research

During my study Information Sciences | have always tried to focus on the crossroad of Information
Tednology and organizational management. | have complemented the curriculum of my study with
electives of the faculty of management which in my opinion constituted a valuable addition to the
more technical oriented subjects of the faculty of science.

Although the subject of outsourcing was not included in the curriculum of my study it did draw my
attention during my Master because of the newsworthiness of the subject and the impact that
outsourcing deals have on the provision of services of large interratanganizations. During the
lecturesaboutthe subject Information Architecture It came to my attention that Daan Rijsenbrij
was at that moment engaged as Vice Presideatsourcingof Capgemini. After | finished the
examinations of Information Architecte | decided to contact Daan Rijsenbrij to see if it would be
possible to perform my final research under his supervision. It was my intention to perform a
research which combines the subjects of digital architecture and outsourcing.

| have started my resarch with the formulation of a preliminary research plan in which | outlined

my research questions, the research method, the chapter list and the time schedule of my research.
The research questions and the chapter list have been maintained during narecbgeocess. This
provided a sound basis and | found it very comforting to be able to hold on to this structure during
my research. Famost parts the research method has also been maintained, although the number

of interviewed organizations was increasedm 11 to 17.The time schedule on the other hand has
been altered several times during the process of my research. My research has taken considerably
longer than | had expected. This research was the first research of this size that | have performed on
my own, and | found it difficult to make a realistic estimate of the time needed for the different

parts of my research. Especially the time needed in order to make an appointment for an interview
proved to be much longer than | had expected, due to the/ Wreisy schedules of the interviewed
persons.

Literature study

| have started my literature study by searching for relevant articles and publications which focus
directly on my research questions in order to see if prior research had been done andeastitts

of this research could be utilized for my own research. This was not the case, so | decided to focus
on the separate subjects of digital architecture and outsourcing. The role of the literaturewsasly

not to provide a very extensive report ongbe subjects, but to provide an introduction which could

be used as the foundation for my research. | think that | have succeeded in this, since the results of
my literature study have been used to formulate the introductory chapters and formed the basis f §
the interviews.

al reflecti

Interviews
I have experienced the interviews as extremely instructive and enthusing. These interviews were &
exceptional possibility to come into contact with persons that possess a huge amount of knowledg@

and experience of the subjescof digital architecture and/or outsourcing. In the course of the %

interview process | noticed that | became more and more able to serve as a mature conversation %

partner for the interviewees. At the end of the first round of interviews | was not onlytable S
&

o
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discuss the questions of my interview, but | could also provide a substantiated opinion on the
challenges that both subjects experience. The interest and the positive reactions of the
interviewees proved the importance of my research and have stimdlate to annul a possible
setback during the different phases of my research.

Formulation of the model

The formulation of the model proved to be the most difficult part of my research. The interviews
had provided me with a wealth of information, but thetnee of this information differed from
interview to interview. A negative effect of the use of open questions is that the gathered results

are more difficult to process and compare to each other than the results of closed questions. During

the later intervews | started to see more and more consensus between the different interviewees
and | could start to shape the model. Most of the interviewed persons told me that | could always
contact them if | had any questions after the interview. During the formaatif the model | have
utilized this offer and | have contacted several of the interviewed persons in order to ask them a
question or consult them for clarification on a specific issue. This provided me the certainty that the
model correctly represents thepinion of the interviewees.

Validation

Although the model was based on the results of the first round of interviews and | had held contact
with several organizations during the formulation of the model, | still found it quite exciting to
present the reslts of my research to a separate group of specialists. However, the discussions
which took place during the validatiomere veryinteresting. | noticed that | had a more thorough
knowledge of the subjects of my research and the model proved to be abedlid for a

constructive discussion. Next to that | found it very pleasing that the model turned out to be
recognizable for a wide spectrum of organizations.

Writing of the thesis
The writing of a paper with the dimension of this thesis was a whole ngerence. | had written a
Bachelorthesis as conclusion to nBachelorof Sciencesbut that research and timeframe was

much more restricted then this research. Halfway during my research | have decided, in accordance

with Daan Rijsenbrij, to write my thissin English and limit the size of my thesis excluding
appendices to about fifty pages in order to make it accessible to a broad audience. Although | have
no difficulties with the reading and understanding of scientific English | noticed that it took me
considerable efforts to write my thesis in English. Eventuahoketo write the chapters of my

thesis in Dutch and later translate these chapters to English. Every translation forced me to revise
my writing and | often noticed that it was better to slen or rephrase certain sentences and
constructions in order to improve the readability of my thesis. This has significantly improved the
quality of my writing.

Guidance and supervision

During my research | have been guided by several persons. Fitkt bhae been guided by my
supervisor, Daan Rijsenbrij. Despite his (very) busy schedule it was almost always possible to sp
with him on a short notice about my research or the writing of my thesis. Furthermore Daan has
read my thesis several times aptbvided me with a vast amount of valuable comments and
advices. Reflecting on my research | found it very comforting to be guided by someone with such:
great experience of digital architecture as well as outsourcing.
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Furthermore | have always experiencie attitude of the Computing Science department of the
Radboud University (NIII/NICI) as very open and informal. Just like during the rest of my study | have
always appreciated the open door policy of the institute. In special | would like to thank Siets
Overbeek, with whom | have had several talks during the formulation of the model about the

position of the workspace architexand the activities that these architects perform.

My fellow students and friends were more than once prepared to read th# deasions of my
thesis and have made a lot of valuable suggestions concerning my research and the correct usage of
(the English) language. Their efforts were of great help to me.

Study experience

The most instructive experience that | gained during esearch and the writing of the thesis was

the independency that was expected of me. Although regular contact took place between me and
my supervisor | have always been responsible for my own progress and for the formulation of my
own targets. The contrastetween performing this research at one hand and attending lectures

and taking examinations on the other han@s in my opinion very high.

Reflecting on my research period | have to conclude that | found it to be the most intensive, but also
the most instuctive and rewarding period of my study.
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Appendix B Specialists about the different architect types

Daan Rijsenbrij
Rijsenbrij makes a distinction between four architect types which he classifies into two groups:

Scoping architects

- Enterprise architect
- Domain architect

Solution architects

- Application architect
- Workspace architect

Rijsenbrij explicitly mentions the importance of a solid security architecture. The formulation of this
architecture is thesoleresponsibility of the architects which cée supported bysecurity engineers
if needed.

Enterprise architect

The enterprise architect deals with the organization in its whole, the relation of the organization
and its environment and the division of the organization in different domdaihs.enterprig

architect focuses on the worldf information exchang® and information traffic(l-world). The goal

of the enterprise architect is to organize the information streams in such a way that the
organization can optimally function. For this purpose the entisgparchitect maps the products,
services and processes of the organization and investigates which information should be available
when and where. Using architecture principles the enterprise architect ensures that the information
streams of an organizatn run in an efficient and effective manner.

Domain architect

The domain architect formulates the architecture of a specific domain. The domain architect will
focus primarily on the business world@®rld). For the formulation of the architecture of a dan
the architect will focus on the products, the services, the processes and the organization of the
domain. The architect is able to (re)design the domain in order to transmute the domain to the
architecture of the organizationn order to formulate theprinciplesneeded to transmute the
domainthe domainarchitect needs to understand the business, look at the best practices and
dispose of a good share of business knowledge and experience.

Application architect

The application architect deals with thechitecture of the applications of the organization (the A
world). The architecture defines the architecture principles for the applications at the organization
level, the domain level and the level of the individual applications. In the case of individual
applications the architecture will consist of a subset of the principles of the scoping levels.
Architecture principles of the scoping levels can be adjusted by new insights in the field of softwar

ppendix BSpecialists about the different architect types
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engineering, new technological possibilities, changisgr uequirements and experiences of earlier
projects.

Workspace architect

The workspace architect deals with the architecture of the digital workspace. In order to formulate
this architecture the workspace architect has to pay attention to the perce@mihthe experience

of the users. He needs to find the right balance between the interest of the organization and the
interests of the individual users.

Martin van den Berg

Martin van den Berg and Serge Bouwens have conducted a series of interviews wtittberrof
architects and architecture managers of large organizations. Based on these interviews Martin van
den Berg makes a distinction between three architect types. The position of these architects is
showed on the following figure:

\

Business Business
(Demand) architect
Design

. } IT
architect
Y,

Figure9: Architect types according to Martin van den Berg. [BERO6]

Enterprise
architect

Business architect

The main activity of a business architect is the accommodation of complexity. The business
architect focuses on business specific matters, like organization mussmer agreements,
transactions, etc. Furthermore the business architect is responsible for the (re)design of the
business domains in order to formulate a business architecture that facilitates the ambition of the
organization.

IT-architect

Like the bginess architect the {architect accommodates the complexity. Theaf€hitect focuses
on ITspecific matters like application, software and hardware. Furthermore tlagdRitect is
responsible for the (re)design of the-didbmains and the formulation @&n IFinfrastructure. Like the
business architect the {architects formulates an architecture that facilitates the ambition of the
organization. A good cooperation between both architects is thus necessary.

Enterprise architect
The enterprise architect fuses on matters which affect the whole organization, like the common
facilities, the overall business model or the organization, the delineation of the organization into

ppendix BSpecialists about the differentehitect types
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different domains and the management of the relation between business and IT. Térpese
architect divides the domains in business anddmains. The interface between these domains

should be as clear as possible which provides both the business as the IT the possibility to optimally

develop their own domains. The enterprise architisctesponsible for the cooperation between the
business and the {architects. Together with these architects the enterprise architect focuses on

innovation and new opportunities. [BERO6]

Roel Wieringa
According taRoelWieringa architects perform theactivities within three layers of their
organization:

- Enterprise:the organization in its whole, which consists of different domains.
- Enterprise systemsthe applications that support the enterprise.
- Software infrastructure:ithe ITinfrastructure which spports the enterprise systems.

Each layer consists of different aspects. According to Wieringa architects are involved in the
following four aspects of the layers:

- Servicesthe services that the layer provides

- Behavior:the way in which the services did layer behave.

- Communicationthe way in which the services of the layer communicate.

- Data:the way in which the information streams of the services are shaped

CAZNIKSNNY2NB 2ASNAY3Il YIFI{1Sa I RAaAGAYyOGA2WdoOoSGsSSY
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architect types:

Services Behavior Communication | Data
Enterprise : .
Domain architect
Enterprise . . o .
Enterprise architect / Application architect
systems
Sdtware .
) Infrastructure architect
infrastructure

FigurelO: Architect typesas seerfrom the user perspective. [WIEO05]

Domain architect

The domain architect creates organization solutions for organization issues and organipai®&n g
These solutions consist of processes, structures and information streams. The domain architect

does not focus on the specificparts of the solution. Often a domain architect is a domain
specialist with a talent for architecture.

A1S O2yadz lUse dfterfrmakida distincifoR betivEeNIdk O S  LINE
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Enterprise archiect

The enterprise architect designs enterprise systems in order to solve organization issues or reach
organization goals on a global level. The enterprise architect will never design the internal structure

of a single software system.

Application archiect

The application architect designs the individual applications within the enterprise systems that are

designed by the enterprise architect.

Infrastructure architect
The infrastructure architect designs infrastructures in order to solve organizatoesiss reach

2NBFYATFGA2y 3J2Ffad ¢KSAS AYyFNI adNHzOGdzNBa t

According to Wieringa vendors often make a distinction between seven architect types. The
Enterprise architect formulates an architecture on abglldevel for all layers and parts of the
organization. The enterpris&rchitect provideghe connection between the enterprise software
and the organization.

Services Behavior Communication | Data
Enterprise
Enterprise
systems Enterprise architect
Software
infrastructure

Figurell: Architect types as seen from the vendor perspective, part 1 [WIE05]

Apart from the enterprise architect Wieringa recognizes six other architect types, which are
positioned on different layersfahe organization:

N
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Services Behavior Communication | Data

Enterprise Business . Information
. Process architect .
architect architect
Enterprise L . Integration Data
P Application architect g . .
systems architect designer
Software
. Infrastructure archiect
infrastructure

Figurel2: Architect typesas seerfrom the vendor perspective, part 2 [WIEO5]

- Business architeanodels the services of the organization.

- Process architeanodels and designs business processes.

- Information architectmodes and designs Information streams.

- Application architectdesigns application architectures.

- Integration architectdesigns the interfaces between the different enterprise systems.
- Infrastructure architectdesigns infrastructures. [WIEQ05]
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Appendix C Summaries of the interviews held 11

ABN AMRO
Denis Hageman

ABN AMRO started with thectiveformulation andimplementationof a digital achitecture in

1996. The organization makes a distinction between the infrastructure, which is managed at a

global level, andhe applications and data, which are managed by the individuainesaunits. The

organization isubdivided into businessits by region as well as by product group, which creates a

complex matrix structure. Denis Hageman is Head 8tidtegy & Archécture of the businessnit

WL¢ DNRdzL) Cdzy OliA2yaQd L¢ DNRdzZL) CdzyQliaAz2zya Aa | 002
to Group FunctiondT Group Functions is leading the development of the IT strategy and is actively
contributing to the busiess strategy for each function. Taechitecture department of the business

unit consists of four enterprise architects and eight domain architects.

1. Which architect types exist and which activities do they perform?

Denis Hageman does not draw a parabetween the architects of the digital and the physical

world. From his point of view digital architecture should be compared to the town and country

planning of the physical world. Denis Hageman does not recognize the role of the workspace

architect. AccBlRA Yy 3 (G2 KAY (KAa NRfS akKz2dzZ R 6S OFfftSR WYg

2. Where should the architects be positioned during the phases of the Sourcing Life Cycle?

Decisionmaking

The enterprise architects play an important role during the Decisiaking phase. Thejo not

only play an advising, but also a decisive role. In consultation with the Enterprise Architects the CIO
and the managers of the project organization formulate the conditions for the outsourcing and
decide whether the outsourcing is feasible. Nexthat enterprise architects play an important role

in the delineation of the scope of the outsourcing.

Selection

The enterprise architect is indirectly connected to the selection of the service provider. His main
function is to determine the architectureapabilities of the service provider. The result of this
examination is considered during the final decision.

Transition
During the transition phase ABN AMRO utilizes a standard document in which the architecture of-
every system that is outsourced is defd in a uniform way; the Current State Architecture. Not
only the enterprise architect but also the domain architects play an important role in the

formulation of the Current State Architecture. All architects concerned need to check and sign the%
CSA. Athe current moment most applications of ABN AMRO are transferred to the service provideE
WEra AaQd ¢KS NOKAGSOGA 2F (KS aSNIAOS LINPODERSNI
support functions of ABN AMRO.

s of the interviews held

1 Al summaries of the interviews have besent back to the interviewees after the interviews took place.
This provided the interviewees the possibility to verifg summary and provide changes or comments.
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Provision of services

During the provi®n of services the service provider operates according to the models, conditions
and support functions of ABN AMRO. Every year ABN AMRO provides new insights to the service
providers, which will then attune the provision of services to these insighthieAdlobal level

regular consultations take place between the architects of ABN AMRO and the architects of the
service providers. These consultations focus mainly on innovation and trends. At the level of the
individual Business Units these consultations @efined but not yet operational.

3. Does the situation change if the outsourcer uses the services of multiple service providers?

In the past most service providers were contacted ameto-one basisCurrently themajor part

of the IT-infrastructure isoutsourced to IBM (except th@-infrastructure of the Business Unit
Wholesale Clients which is still outsourced to EDS), which is also responsible for most of the
contracts with third partiesHowever, separate contracts exist with for example Verizonfaraya,
respectively for the network and the telephony connectioAscording to Denis Hagemalmg
multivendor strategycan give rise to problems during complicated deals, particularly in the case of
a transformational outsourcing.

Inthe magh A y S LW/ TRRANSYF (i A group GI@ &f AENMIIRO, Rob de Haas, stated that
ideally the management of thedmfrastructureaswell as the development of applidgahswould

be outsourced to a single service providdowever,at the current moment the indusy is not

mature enough to accommodate these types of depl$007]
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Atos Origin
Peter Verkoulen

1.Which architect types exist and which activities do they perform?

Peter Verkoulen endorses that it is important to consider an architect type as a rolepapér

definition as a person. From his point of view only one person is responsible for the complete
architecture of the organization. Dependent on the siz¢he organization additional architects can

be assignedo certain functional subfields. Accdrd) to Peter Verkoulen an architect is a person

who creates a design. Engineers are responsible for the translation of this design to a more concrete
implementation.

2.Where should the architects be positioned during the phases of the Sourcing Life Cycle?

Decisionmaking

During the decisiommaking phase the enterprise plays an important, advising role. If necessary he
can be assisted by one or multiple domain architects. Important questions that these architects
need to answer are: What do we want to outsoe (what is the scope) and under which
conditions?

Selection

During the selection phase more architects are involvetthé outsourcing. The number of

architects is dependent on the size of the deal. Peter Verkoulen explicitly mentions the importance
of the security engineerslheirrole becomes even more important due to legislations like Sarbanes
Oxley and the Tabaksblat commission.

Transition

According to Peter Verkoulen as istransition will never yield noticeable cost savings or

innovation and an therefore never be called a success. The goal of outsourcing should at least be

the integration of the provision of services of the outsourcer into the provision of services of the
ASNIDAOS LINPOARSNY ¢KS ljdzSaidArzy @l @SHNINRYSOGE 2y
Architects from both the outsourcer as well as the service provider should be involved in this

process

Li A& tSGSNI +8N] 2d2 SyQa 2LIAYAZ2ZY GKIG GKS zd@azdm
should distance itself fronhe contens of the provision of services. ldeally ardiitsourcing should g
be comparable to the outsourcing of the cleaning of the offipace Practical experience shows us 'GS)
that organizations are afraid to let go of their IT. In this case consulting @iam play a mediating o
role between the outsourcer and the service provider. -GE)

<
Provision of services 5
During the provision of services it is the task of the enterprise architects to manage and guard the_g
interface between the outsourcer and the service pravidt is very important that both the E
outsourcer as the service provider are stimulated to invest in improvements and innovation. Both £

>
the outsourcer as the service provider need to profit from these investments, for example by the 8
dza S 2-& K W ERng#At@rtboards, in which architects from both the outsourcer as the service x
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provider take place, can also help to focus on innovation.
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HP Outsourcing Services
Gerrit van Asch
Cor Halling

1. Which architect types exist and which activities do they penfio?

The activities of an enterprise architect do not belong to the dmwsiness of HP Outsourcing
Services. If a sourcing deal requires the knowledge and experience of an enterprise architect HP
Consulting or business partners like Capgemini, Accentudim®or LogicaCMG are consulted.

Whdzi a2 dzNOAY 3 az2tdziazy O2yadzZ GFrydaQ oF2NNVSNI e
during the different phases of an outsourcidgal It is the task ofhe solution consultants to align

the solutions that HBffers to the business requirements, wishes, demands and possibilities of the
customer. Solution consultants also play an important role during the formulation of a Business
Case, the assessment of the costs of the offered services and the placemeatoffeitred services

in the HP delivery organization.

Solution consultants can use the knowledge and experience of several spedializaths called
towers. There exists for example a service desk, an infrastructure and an application management
tower.

2. Where should the architects be positioned during the phases of the Sourcing Life Cycle?

Decisionmaking

There are cases in which the outsourcer already knows which service provider will eventually take
over the provision of services. In this case the/ee provider will often already be contacted

during the decisionmaking phase. The service provider can provide a presentation or formulate a
detailed Business Case. It is also possible that a random service provider is asked to provide a
presentation alout for example different types of outsourcing, trends and experiences of the past.
These presentations can provide the outsourcer with valuable input and more infamaiout

the pros and cons ajutsourcing.

Selection

The answer on the RFI consisfsa commercial document in which the knowledge and skills of the
service provider are presented. For the formulation of the answer on the RFP the number of
employees that work on the project is scaled up significantly. During the formulation of the answeryn
a lead outsourcing solution consultant is assigned to the project. This consultant is in charge of th_g
architecture of the provision of services. During the phases of the outsourcing the consultant will bg
assisted by architects of the different towers.

=
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During the Due Diligence assessment HP often notices that the architecture of the customer is
scarcely documented. It is the responsibility of the solution consultants and the architects of the
different towers to document the architecture of the custoneerd to assess the maturity of the
architecture. Consulting firms can play a supporting role during this process.

Transition
I OO0O2NRAY 3 a2 |NIIy &A200AF 2y YA a AYLRRaarofS G2
resign or transfer to anothguosition in the organization of the outsourcer. The role of architects
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becomes more important if the provision of services of the outsourcer is integrated in the provision
of services of the service provider. The importance of the architecture is alsecstibjthe
contentsand the impact of the outsourcing.

In the ideal case the architects of the business processes should stay with the outsourcer while the
architects of the more technical processes should be transferred to the service provider.

Provisian of services

During the provision of services it is the task of the architects to manage the uniformity of the
provision of services according to the business requirements of the outsourcer. Architects of the
service provider need to pay special attentimnthe principles and standards of the outsourcer. In
order to focus on innovation special innovation boaads setup in which architects from both the
outsourcer as the service provider take place.

Consulting firms can be contracted to provide an ghje assessment of the provision of services.

Termination
Agreements about the termination of the contract should be already made during the first phases
of the outsourcingAccording taHP the initial contract termef outsourcing dealbecome

increasimgly shorter. It becomes however more common to prolong the initial contract after the
first term.

3.Does the situation change if the outsourcer uses the services of multiple service providers?

In case multiple service providers are involved in the outsagrall parties need to cooperate in

order to accomplish a successful deal. The activities and results of service provider A can influence
the activities and results of service provider B and vice versa. The satisfaction of the outsourcer is
dependent on lhe activities and results of all service providers. Regular contact between all parties
is necessary in order to successfully manage the deal.

kppendix CSummaries of the interviews held
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IBM
Jeroen van der Meer

1.Which architect types exist and which activities do they perform?

The governance @& n organization plays a very important role in the case of outsourcing. According
to Jeroen van der Meer the governance cannot be guaranteed by the enterprise architects of an
organization. In order to guarantee the governance a governance layer shoplddsal crosswise

on top of the architecture layers. This governance layer can be used to split the architecture of the
organization into smaller parts. In order to guard the coherence of the architecture, a holistic point
of view is necessary.

Accordingo Jeroen van der Meer the governance layer is used lyaied product managers or
solution architects to take decisions about services and service level agreements. These product
managers or solution architects are located in the demaffite of the ousourcer and the front

office of the service provider.

2.Where should the architects be positioned during the phases of the Sourcing Life Cycle?

Jeroen van der Meer does not see an important role for the different architect types during the
decisionrmaking and the selection phase of the sourcing process. Architects are often only involved
in the processdf the decision to outsource is already taken by the highest management level of the
organization. Sometimes the architects are asked to give adviceeodetfinition of the scope of the
outsourcing.

LG A& WSNRBSY Oly RSN aSSNDa SELStdsHBredSthal K1 G G KS
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take place.

The service provider mirrors the architect types of the outsourcer. The architects of the service
provider are however not committed to a single organization but organized in industry or
competence practices.

The communication between the architsmf the outsourcer and the architects of the service
provider takes placeinsOl f £ SR WI NOKAGSOGdzZNE o02F NRaAQP ¢ K%é S o6
outsourcer, the service provider, and occasionally of architects from third organizations (for

exampe telephoneor internet providers). In board meetings the architects focus on innovation and
deliberate about new services or improvements for existing services. These boards often have an

h

erviews

advising role. The final decisions are taken by the product mar@gslution architect of the }=

outsourcer. Q

N : ©

3.Does the situation change dependent on the type of outsourcing? ®

The impact and the use of knowledge and experience of the architects of the service provideris g
strongly dependent on the type of outsourcing. hetcase ofalovk Y LJ- Ol Wl & A&aQ 2§de az

role of architects from the service provider will be very limited. In the case of transformational O

outsourcing there will be more need for contact between the architect types of the outsourcer and%

the serviceprovider. §_
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4.Does the situation change if the outsourcer uses the services of multiple service providers?

It is theoretically possible that architects from multiple service providers take place in an

architecture board, but according to Jeroen van der Me&r LINJ OG A Ol £ SELISNARSYyOS
uncommon. In the case of multiple sourcing most service providers communicate directly with the
outsourcer. Communication between the different service providers is rare.
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ING
Herbert van de Wetering

1. Which architect ypes exist and which activities do they perform?

At the moment ING is further professionalizing the classification of the different architect types. For
this purpose they make use of the open TOGAF standard, which recognizes the following architect
types:business architects, data architects, application architects and technology architects. It is the
intention of ING to position these architect types across the entire organization and within the
different Lines of Business. Althoutiie functional areasr@ dependent on thearchitect type, the

scope and the abstraction level of their activities is dependent on the position of the architect
within the organization.

2. Where should the architects be positioned during the phases of the Sourcing Life Cycle?

Dedsion-making

Within ING the decisiomaking phase is split up in two different phases, namely the preparation
and the assessment phase. The target of the preparation phase is the setup of a project
organization with delegates of the different branches o brganization. During the assessment
phase this project organization looks into the different ways that the outsourcing can be shaped.

Preparation

First of all it is important that the management is acquainted with the services that the architect
can govide during the different phases of the outsourcing. Subsequently the needed capacity and
availability of the architects is determined.

One of the most important activities of the decisioraking phase is the definition of the scope of
the outsourcingThe enterprise architecture of the organization is an important tool for the
definition of the scope. Tharchitecture can also be used as a tool to determine the feasibility of
the outsourcing. The architects play an important advising and supportingluoleg the activities
of the preparation phase.

Assessment
During the assessment phase the borders of the parcel are defined with help of the enterprise

architecture of the organization. Subsequently a map is made of the services of the parcel and th%
interfaces between the parcel, the internal organization and the external service providers. g
Q0
Selection GE)
The selection phase is also split up in multiple phases, namely the selection, the negotiation and tke
contracting phase. During the selection phase seryiroviders are asked to submit their answers 2
to the RFI and the RFP. During the negotiation phase the negotiations and Due Diligence 5
examinations take place. The final contract discussions take place during the contracting phase. _g
T
Selection E
Based on tharchitecture of the organization the requirements of the RFI and RFP are formulated. 3
These requirements are used to give an advice on the suitability of the different service providers.‘f<
X
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Negotiation

During the negotiation phase it is the task of theash@ G & G2 @It ARF S (GKS aSNIDA
answers on the RFP, for example by means of a visit to the service provider. Based on their

experiences the architects give an advice on the suitability of the service provider.

Contracting

By means of the enterpmsarchitecture a list of requirements is formulated for the outsourcing and
the accompanying Managing Service Provision (MSP); the demand office of the outsourcer and the
front office of the service provider. Simultaneously a specific migration plannsifated for the
transition of the services and the accompanying resources and employees.

Transition

The architects manage the transition in order to migrate the provision of services to the desired
state. They make use of the migration plan which was tdated during the contracting phase. At
the end of the transition phase the architects evaluate the current architecture of the provision of
services and give advice on how to further improve the provision of services in the future.

Provision of services

ING has not yet determined its position on the specific role of architects during the provision of
services.
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Microsoft B.V.
Alfred de Jong
Sjors Dignum

1. Which architect types exist and which activities do they perform?

Microsoft B.V. has no practical eeqence with the roles of the domain architect and the workspace
architect. Alfred de Jong and Sjors Dignum do however understand the roles and activities of these
architect types.

It is very important that the different architect types dispose of arfzaching mandate for their
activities. Their role and position in the organization should be clearly described. Without such a
mandate the role of architects is often wrongfully considered redundant, while their activities are in
fact of big importance fothe organization. Due to the lack of such a mandate architects often
become involved in the sourcing process when the main decisions have already been made.
Architects are often staff members who have no direct influence in the budgeting of the
organizatia. Due to this they constantly need to prove the concrete advantages of the use of
architecturein order to reserve the budget and manpower needed to implement their advioes

most organizations architects fulfill an advising role to the higher managemen

2. Where should the architects be positioned during the phases of the Sourcing Life Cycle?

Decisionmaking

Architects play an important advising role during the definition of the scope of the outsourcing.

They are responsible for the management of thetawmance of the architecture of the
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Sourcing Life Cycle. If an organization already utilized a clear architecture before the outsourcing,

little happens tathe position and activities of the architects during the decision making phase.

Selection
The requirements of the RFI and the RFP are based on the existing architecture of the organization
of the outsourcer. The architects play an important role durimg $election and evaluation of the
different service provider. If the architecture of the outsourcer contains serious shortcomings, this
will often be revealed during this phase.

©

©
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During the Due Diligence examination the architects of the service prowitidest if the g
delineation of the parcel is clear enough. Simultaneously they will also test the maturity of the 'GS)
architecture of the outsourcer. o
c

Transition 2
. - . N . ©

- Microsoft does not see a specific role for the architect types duringsastransition. 0

- If the provision of services of the outsourcer is integrated into the provision of the services o%

the outsourcer it is the task of the architects to manage the connection between the
different architectures. A strong governance function is important in ordenanage this
type of outsourcing.

- In the case of a transformational outsourcing the architects of the outsourcer and the servic
provider will need to actively work together in order to safeguard the success of the
outsourcing.
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Termination

Architects sould always be consulted during the termination of the sourcing deal. If no resourcing
takes place the service provider will need to hand in his documentation. At the end of the
termination phase the architecture of the provision of services should matelarchitecture of the
outsourcer. This should be guaranteed by the architects of the outsourcer before resourcing,
follow-upsourcing or backsourcing takes place.

EID kppendix CSummaries of the interviews held



PA Consulting
Willem van Asperen
Ruud Brink

1.Where should the architects be positioned dug the phases of the Sourcing Life Cycfe?

Decisionmaking

Theoretically enterprise architects should be involved during the decis@king phase. It is
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made by the highest level of management of an organization before architects are involved in the
outsourcing process. Usually the outsourcer makes use of two separate teams during the decision

making phase: a backgrouteam and a fronteam. The front teamdkes the actual decisions for

which they use the knowledge and experience of the backgrdeadh. In practice these teams are

often put together as follows:

Backgroungteam Frontteam

Enterprisearchitect Purchasing
Experts Legal

HRM Controlling

The ativities of the enterprise architect in the backgroutem consist of the definition of the

scope of the outsourcing and the observation of risks that can impact the phases of the Sourcing
Life Cycle. The enterprise architect has an advising role, adfivital importance that he takes

the political nuances of the organization into account. In order to be taken seriously by the
boardroom and the fronteam the right position of architects within the organization is of great
importance. Architects shdd make sure that they are not just seen as an extension of the IT
department. Architects should provide a connection between the system analysts ofthe IT
department and the domain experts of the Business. Enterprise architects can be supported by the
specific business knowledge of the domain experts. In practice this does not always happen because
of the private and often even secret character of the possible outsourcing during the decision

making phase. o

2
Selection 2
During the selection phase more architéypes are involved in the sourcing process. This provides %

Int

the enterprise architect with the possibility to consult other architect types within the organization.
The primary activity of the architects during the selection phase is the examination of the
architecture capabilities of the service provider during the Due Diligence examination. During this
examination contact takes place between the enterprise architects and the engineers of the
outsourcer and the service provider. The enterprise architesesthe information and experience

of the domain architects that are relevant for the scope of the outsourcing. These domain architec

f the

ugamaries o

12 Bacause ofinexpectedime constraintsof the intervieweeghe time in which this interview could take
place was very limitedJnfortunately, not all questions and phases of the Sourcing Life Cycle could be
discussed.
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use the information and experience of the application architects that are entirely or partly involved
in the outsourcing.

|O_\O kppendix CSummaries of the interviews held



Twijnstra Gudde
Frank Willems

1. Which architect types exist and which activities do they perform?

The function of architects in the digital world can be compared to the function of architects in the
physical world. The function of the workspace archiisatften underestimated. A good

architecture of the digital workspace is very important for the functioning of the organization and
can strongly simplify the use of information systems for the end users.

Frank Willems finds it very important that thedi€partment of an organization understands that

the function of information systems is to support the processes and the employees of the
organization. The use of IT should never be ultimate goal of an organization. IT is not the center of
the world. The corplexity of many Information systems is very high while the standardization level
is very low. This shows that ITsidll far from mature.

2. Where should the architects be positioned during the phases of the Sourcing Life Cycle?

Decisionmaking

Important questions that organizations need to ask during the decismaking phase are: What is
the scope of the outsourcing? Where do we delineate the parcel? What are the risks of the
outsourcing? What is the feasibility of the outsourcing?

It is important to cosider that some solution architects are reluctant to participate because they
are afraid that their own position will change due to the effects of the outsourcing.

Selection

The architects test if the responses of the service provider on the questioed askhe RFI and RFP
are true and embedded in its organization. The quality of the service provider is of course very
important, especially if the provision of services is integrated into the provision of services of the
service provider. Architects plan important advising role during the selection phase.

Transition

Transfer

During the transfer phase a plan is formulated that describes the migration of the provision of
services from the outsourcer to the service provider. The plan describes wh@dnegsle for

which part of the provision of services. It also describes all the interfaces between the parcel and
the rest of the organization.

Transformation

During the transformation phase architects should pay special attention to the standardizétion o
the provision of services. Dependent on the impact of the deal architects of the outsourcer and th
service provider will have to work together in order to improve the provision of services.

Provision of services
During the provision of services the hitects will introduce and assess changes in the provision of
services. They should continually focus on innovation and standardization.

ppendix CSummarie® of the interviews held
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Termination

During the termination phase the architects will again evaluate the risks and feasibility of the
different choices that the outsourcer can make: resourcing, backsourcing or fal@aurcing.

kppendix CSummarie®f the interviews held
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uwv
Jacob de Boer

1. Which architect types exist and which activities do they perform?
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architecture of an organization needs to be clear and unambiguous in order to facilitate the

dialogue between the policies and the actions of the organization. UWV does not make a sharp

distinction between the different architect typedacob de Boer recognizes the described architect

types but does not encounter all architect types within the organization of UWV. Because of the

functional division of the organizaticof UWVthe enterprise architect does not have the right

mandate neededor the correct realization of his function.

Jacob de Boer explicitly states the importance of the infrastructure engineer. A common
architecture is very important for the technical infrastructure. It is his practical experience that this
architecture ofen missing, which can cause difficult problems.

UWV has chosen to employ a security architect. This security architect is directly responsible for the
security of the organization.

2. Where should the architects be positioned during the phases of the Smgrt.ife Cycle?

Decisionmaking

Architecture is a very important tool during the decisioraking phase of the sourcing process. By

means of principles and rules the architects safeguard the embedment of the outsourcing into the
architecture of the organaion. Architecture is not meant to enforce the service provider to use a
ALISOAFAO AYLAE SYSyiGlLGAz2zy 2F (GKS LINBP@GAAAZ2Y 2F aSND
service provider needs to use solutions supported by Microsoft or Oracle sofdndare

Selection

The selection phase of a European Tender consists of a very regulated, transparent and
bureaucratic process. Because of the public and transparent character the RFI and RFP documents
are very extensive. Within UWV architects do not play gooirtant role during the formulation of

these documents.

s held

Transition
The costs of the migration and the implementation are for the account of the outsourcer. Architectg
2F GKS 2dzi a2 dzNOSNJ Fdzf FAEE |y AYLR Nhdtyfiai NP ¢ S'% L
architects of the service provider are often not involved in the outsourcing, among other things ¢
because a lack of quality. Service providers often omit to embed the provision of services at a hig@

nt

level within their own organization. Risk anasyand control is much more important for the service 5
provider. 3

T
Provision of services E
Due to the regulated and bureaucratic nature of a Europe Tender it is uncommon to change the 3
provision of services during this phase. Contracts do provide the opportiangtiger the scale of (>)<
the provision of services. Innovation and optimization however often only takes place at the end o’g
the Sourcing Life Cycle. Because of this reason contract terms become increasingly shorter. ‘é
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Termination

The termination phase is or# the most important phases of the Sourcing Life Cycle and should

already be taken into account during the decisioaking phase. The contract has to contain clear
exit terms and conditions.

kppendix CSummaries of the interviews held
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Undisclosed consultancy firm 13

1. Which architect types exist amwhich activities do they perform?

Architects should make sure that their function does not become too theoreticali IKSS F A NY Qa
experience thaarchitects often only providéancy pictures, while the rest of the organization does
not consider the athitecture important for their activities. A good example of the successful use of

architecturein the process of an outsourcimfgalis the use of Wt NB & 803G ! NOKX (G SO G dzNB

which embeds the provision of services into the existing architeattitbe service provider.

Workspace architect

The parallel between the physical and the digital architecture is exaggerated in the case of the
workspace architect. The function of the workspace architect does not fit the functions of the other
architects wihin the organization. Instead the activities of the workspace architects should be
performed by experts on the area of Human Computer Interaction. The activities of the workspace
architect do not play an important role during the phases of the sourcinggss.

Security engineer
Securityis the responsibility of the enterprise architects. In some organizations this responsibility is
RSGFOKSR FTNRBY (GKS SYGdSNIINRAAS | NOKAGSOUdNE | yR

2. Where should the architects be mitioned during the phases of the Sourcing Life Cycle?

Decisionmaking

The main activity of the enterprise architect during the decisiwaking phase is the definition of

the scope of the outsourcing. The enterprise architect has an advising role tatbeuocing team.

If necessary the enterprise architect can be supported by one or more domain architects which can
help with feasibility and risk analyses. It is howelveK S sTexpé&ti¥n@e that this does not occur

very often.

Selection
During the RFFhe enterprise and domaiarchitecs of the outsourcer fulfill a strong advising role
during the evaluation of the different service providers. During this evaluation they can make use of
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provider can put one or more solution architects into service which present the knowledge and <
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outsourcer as the service provider lhikelp with the risk analysis. They examine the assets of both
organizatiors as well as the maturity level of the provision of services of the service provider. Thes
engineers work under the supervision of the architects of the organization.

ervie®'s

Transition
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fulfill only a limited role during the transition phase.

13 Both the name of this firm and the perseimterviewed are known to my supervisor.
“PSA is a concept within DYA of Sogeti.
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- If the provision of services is integrated into the provision of services of the service provider
the slution architects of the service provider play an important role.

- Inthe case of a transformational outsourcing regular contact takes place between the
enterprise architects of the outsourcer and the service provider. Each enterprise architect

stays intoclose contact with the domain architect and the solution architects of their own
organization.

Provision of services
During the provision of services the architects fulfill a supervising role in which they focus on

innovation and strategic plans. Thechitects can be supported by an external and independent
party like a consultancy firm.
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