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1 Introduction 

The ancient divide between business and IT has been the subject of debate 
for a long time.  In the last few years the predominant answer has become 
Service Oriented Architecture (SOA), the architectural style that puts well-
defined functional components, services, at the centre of business-ICT 
alignment.  Development of SOA is often primarily understood as a program 
of introducing web services, i.e., technical components that use a set of 
web-based standards. 

However, SOA is much more effective as a mindset and a practice than as a 
technique only. It offers an integral approach to the efficient, integrated 
development of ICT services that support flexible cross-domain processes.  
As a system integrator, Everett practices SOA as a means to an end.  In this 
paper we want to share our experience in using SOA as an approach that 
supports effective business-ICT communication as well as agile implemen-
tation of integrated solutions. 

This white paper starts off with discussing the major trends that fuel SOA as 
an approach that strengthens communication and planning, in order to 
achieve business-ICT alignment.  It goes on to highlight the architecture and 
roadmap of the middleware platform that is typically needed to facilitate an 
effective and comprehensive SOA approach.  Finally, it answers commonly 
asked questions about SOA and the technologies used to support it. 

We hope this paper helps the reader, whether an IT or business manager, a 
program manager or architect, to apply the service orientation for effectively 
bringing together people and services, and realise an ICT environment that 
can really make the difference. 
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2 A Changing World 

One may argue that Service Oriented Architecture has been around in 
various guises for a long time, but it is clear that effective enterprise-wide 
adoption of SOA is a major and pressing undertaking for many organisations 
on a scale not seen with its precursors. 

Actually, the need for service orientation has only recently come to the 
surface for many organisations due to a number of global trends listed 
below:  

 Trends in Society 

Driven by global markets, the universal availability of broadband 
Internet, and the price / performance ratio of [personal] computing, 
services and products are increasingly produced by collaborating parties 
in a cross-organisational chain. Assembly of services and products is no 
longer an intra-organisational or even a national economic challenge, 
but the subject of globalisation1. 

In line with globalisation and the increasing demand for speed and 
flexibility by global markets, societies are reshaping to provide the 
economical flexibility to serve open markets and global consumers. 

At the same time, increasing terrorism threats, hackers and credit card 
frauds, computer viruses and large corporate financial scandals cause 
people to loose their trust in society and in business and, on the other 
hand, organisations to loose trust in their consumers and partners. As 
an example, in the past a simple signature or password would be 
sufficient proof of identity. Nowadays, one needs to prove his or her 
identity beyond reasonable doubt at many virtual or physical points of 
entrance. The protection of privacy and compliance to government 
regulation are prime issues in today’s virtual business arena. 

The paradox of providing for economic flexibility on one hand and, on 
the other, control and security to foster reliable collaboration of people 
and organisations is a theme societies increasingly face. 

 Trends in Organisations 

Trends in society obviously have their impact on organisations. The 
increased speed of doing business together with the increased demand 
for flexibility put upon organisations by their pampered customers and 
business partners force companies to speed up the introduction of e-
business services. “Customer Centric” services are no longer a fancy new 
buzzword but a necessity for companies as they struggle to improve 
efficiency, reduce costs and increase flexibility. In order to implement 
“just-in-time” business models, companies more and more rely on 
electronic means of cooperation between departments, organisations 
and other companies. 

 
1 For an exposé on particularly Internet-related drivers and consequences of globalisation, see 
‘The World is Flat’ by Thomas Freeman (2006). 
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The 24/7 online business paradigm enforces organisations to offer 
information services as an integral collection of business processes, 
augmented by sets of coherent business and supporting services. 
Examples of these are: 

 Facilitate cross-domain back office processes such as employee 
provisioning by means of workflow support; 

 End-user support of primary processes by means of an enterprise 
portal offering business tools as well as services for collaboration 
and exchange of information; 

 Self-service facilities for customers as well as employees and 
business partners in order to improve flexibility and save costs; 

 Replicate, synchronise and transform information from various 
company data sources; 

 “Just in time” order processing, including exchange of information 
between multiple business partners and suppliers; 

 Introduction of new ‘web 2.0’ on-line collaboration services based 
on an existing application landscape; 

While business models are changing and the need to service customers 
in a more flexible 24/7 fashion increases, enhanced security measures 
are required at all physical as well as virtual organisational points of 
entrance in order to positively distinguish their true visitors, customers, 
partners and employees from hackers, impostors and would-be 
terrorists.  

The resulting issue that organisations are facing is how to increase their 
agility while providing sufficient controls, under the constraint of 
operating cost effective. 

 Individual Trends 

Today’s individual is getting used to the ability to do business anytime, 
anyplace and as quickly as possible and therefore expects the various 
organisational touch points to act consistent, personalised, reliable and 
above all, to be available 24/7. The incredible growth of mobile 
computing has truly enabled a global economy where the individual is 
no longer hindered from going online by the absence of a computer or a 
physical network connection. He or she can now be online virtually 
anywhere and anytime. 

While the individual at one end expects to receive more and more 
services in a personalised manner, her or she is also increasingly aware 
of his or her privacy and expects this privacy to be protected at all times 
and in all situations.   

The common thread is that the world is moving away rapidly from “office 
hours only” to a 24/7 marketplace supporting global processes. More and 
more e-business initiatives are replacing the old “brick and mortar” ways of 
performing business and organisations are forced to act more quickly to 
market changes by introducing new products and services on the market at a 
greater pace then ever before. 
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In order to keep up with market demands and security constraints, 
companies, governments and institutes must be able to organise their 
information processing facilities in a more flexible, process directed and cost 
effective manner. This implies that companies must establish flexible and 
state of the art means of electronic cooperation between their various 
departments, organisational units, partners, suppliers and last but not least, 
their customers.  

Recent compliancy legislation, the natural risk of doing business online and 
24/7, increasing means of electronic cooperation between an ever larger 
number of parties vs. steadily growing user demands create a business 
context in which organisations need to balance agility and control very 
carefully.  

Information technology has introduced a new paradigm that helps 
companies making the transition from the “old” to the “new” way of 
conducting business in an elegant and efficient manner while at the same 
time keeping cost and organisational issues under control. This new 
paradigm is called “Service Oriented Architecture” (SOA). The remainder of 
this document will share experience with the reader on the realisation of 
integrated services through this exciting new approach. 
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3 Using SOA to align business and IT 

Service Oriented Architecture (SOA) redefines IT facilities as flexible, 
reusable components that can be deployed as parts of business processes 
and maintained as self contained units of well-defined functionality, 
independent of underlying technology. Although SOA is often interpreted in 
a technical manner by stating that it requires an Enterprise Service Bus and 
Web Services, the core idea behind the SOA approach is that communication 
between policy defining departments, the business and the IT departments 
no longer focuses on technology, 
but on the definition of services as 
building blocks that in unison 
support various business processes 
and organisational objectives. In 
short, SOA must be considered an 
architectural style of design, defined 
by a set of design principles, which 
strive to enable greater flexibility, 
increase reusability and increase 
interoperability. 

The layered model depicted below 
aims to solve the communication 
problem between business and 
technology. The model uses a 
separate services layer as an intermediate between business drivers and 
technical implementation. The model shows how corporate missions and 
strategies can be mapped (by means of Service Programs) onto business and 
supporting services. Services in turn are implemented by definition of Service 
Implementation Projects, which apply suitable technology for the 
implementation of each set of services:  

 

 

Solving the communication issues is not something to take lightly. 
Proper communication between different levels in an organisation 
has always been somewhat problematic as the following old joke 
shows: 

A man is flying in a hot air balloon and realizes he is lost. He reduces 
height and spots a man down below. He lowers the balloon further 
and shouts, "Excuse me, can you tell me where I am?"  The man 
below says, "Yes, you're in a hot air balloon, hovering 30 feet above 
this field." "You must be an engineer," says the balloonist.  "I am," 
replies the man. "How did you know?" 
"Well," says the balloonist, "everything you have told me is technically 
correct, but it's of no use to anyone."  The man below says, "You 
must be in management." "I am," replies the balloonist, "but how did 
you know?"  "Well," says the man, "you don't know where you are, or 
where you're going, but you expect me to be able to help. You're in 
the same position you were before we met, but now it's my fault." 

Clearly, a model is required that can act as an adapter and facilitates 
correct and efficient communication between two otherwise 
incompatible worlds. 

 

Figure 1: SOA Alignment Model 
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In many cases the implementation of SOA requires a cultural change, a 
different mindset and a different approach to the development of application 
and integration services. SOA is not so much something you “buy”, but 
instead something you “do”. When executed correctly, SOA enables 
businesses to increase flexibility and agility especially when a number of 
organisational prerequisites are properly fulfilled: 

 Establish discipline and streamline communication between business 
and IT by means of implementing a SOA governance program; 

 Make sure that communication between process owners and IT services 
organisations regarding business requirements and company targets is 
clear and concise; 

 Definition and implementation in service programs must be aligned with 
and corresponding to the short and mid term business needs; 

 Implementation of services in individual projects, using appropriate 
technology, applications and [existing] information and storage systems; 

The SOA approach is most suitable for the support of cross-domain 
processes and services that depend on integration of applications and 
systems. In this case the definition of services as reusable components will 
immediately result in added value to the organisation. Re-use of existing 
components and the flexibility of the resulting IT-infrastructure facilitates 
integral support of processes and improved collaboration between 
departments and organisations. However, introduction of a SOA approach in 
an organisation requires strategic thinking, time, careful planning and most 
of all, substantial organisational support! 

 



 
 

 10 

4 The SOA infrastructure 

Corporate strategies, mission(s) and business objectives together define the 
set of business services and processes that are required by the organisation. 
However, these services should not be used in isolation. An integration 
framework is required that provides supporting services, increases 
implementation flexibility and decreases solution implementation time. The 
framework provides a complete SOA infrastructure, which together with the 
business services that are implemented 
on top of it, creates a services 
ecosystem that grows with each new 
service implementation project that 
builds upon it. Subsequent projects can 
thus profit from the results of 
preceding projects and re-use services 
implemented earlier.  

Compare this with a “SOA per project” 
approach in which each project 
implements all support services as well 
as the required business services in a 
“silo” approach. This approach, although useful for initial SOA experiments 
(see chapter 5), could result in a proliferation of unrelated services with 
limited reusability. The use of a SOA integration framework avoids these 
one-off integration efforts and thus provides for a much more cost effective 
and flexible means of integration. 

Some examples of the supporting services that are provided by the 
integration framework are: 

 Presentation services that facilitate human interaction with business 
services across multiple presentation channels such as the Internet, 
Intranet, Telephone networks, etc.; 

 Communication and integration services facilitate efficient, flexible and 
standards compliant exchange of information between business 
services, existing applications and (existing) data sources; 

 Orchestration services facilitate coordination of process flow among 
groups of business services that collaborate in workflows and/or 
business processes; 

 Security services provide role and policy based access control for all 
components of the SOA infrastructure and facilitate compliance with 
current and future legislation as well as company regulations; 

 Management services facilitate modelling of business processes, 
creation of business reports, business activity monitoring, user and 
service provisioning, etc. 

 

© Geek and Poke (geekandpoke.typepad.com) 
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The figure below provides a functional overview of the integration 
framework: 

 
Figure 2: SOA Integrat ion Framework 

Orange components comprise the architectural building blocks of the 
integration framework; red components represent the various groups of 
actors (users, existing applications and/or data sources and external 
services provided by partners or suppliers). The integration framework 
provides a reference architecture that comprises the following building 
blocks: 

 Multichannel Publishing 

Implementing an important part of the front office of the organisation, 
this building block provides generic services that facilitate delivery of 
personalised functionality and information to diverse user groups 
through different media.  This typically involves technology like web 
portals and search tools to provide an integrated presentation of all 
services available to a particular user. 

Web portals have received a lot of attention over the past years. They are 
the starting point for every user and provide an integrated web 
presentation of the complete SOA services package; users are presented 
with only those services that correspond to their role and to personal 
preferences. To that extent, the portal must facilitate transparent access 
to all relevant applications or information sources. In the ideal situation, 
all interaction with the portal and the systems it unlocks, takes place by 
means of the web. This guarantees maximum independence of location 
and of the specific client platform. 

 Application Integration 

This building block provides communication and integration services 
that together facilitate the integration of diverse business application 
services and the exchange of information between these services, 
possibly cross-domain.  

A web services based enterprise service bus (ESB) may be part of the 
solution to offer scaleable reuse of existing and future services. 
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 Identity & Access Management 

Generic services from this building block manage the lifecycle of user 
identities and their access rights.  This typically includes services for 
authentication, single sign-on, role and context based authorisation, 
provisioning, and federation of identity information. 

In order to provide a secure SOA framework in which resources can only 
be accessed by properly authorised users, the architecture of the Identity 
Management building block is of primary importance and is normally 
one of the first to be implemented in any SOA roadmap. 

 Business Process Management 

The BPM building block provides management and orchestration services 
and is central for the coordination and monitoring of business processes 
and the orchestration of the involved services. Solutions generally 
encompass business process engines to support workflow and 
monitoring and auditing tools to implement control. 

 Secure Platform 

The secure platform building block provides the foundation of the SOA 
infrastructure. It comprises a scalable and secure operating environment 
including hardware, OS and network.  Clustering, high availability and 
virtualisation are common functions provided by this building block. 

With the aforementioned infrastructural components, organisations can 
implement changes in their business services ecosystem in an efficient, 
flexible and cost effective manner. Especially when SOA is implemented 
throughout the entire organisation (“Macro SOA”), companies can expect a 
large return on investment. Alternative methods of implementation, each 
with their own pros and cons, are described in the next chapter where we 
discuss the SOA roadmap. 



 
 

 13 

5 The SOA Roadmap 

Although SOA is not a product you can buy off the shelf and thus no “out of 
the box” solution exists for the implementation of SOA initiatives, there does 
exist a set of broad strategies that can be used as a guideline when 
considering the implementation of SOA. Neither of these is “better” or 
“worse” than the other; which strategy to choose mostly depends on the 
business case at hand. The strategies are depicted in the “nine-tile” below. 
Each tile shows the [business] driver in italic font, followed by a summary of 
the implementation solution: 

 
Figure 3: SOA Strategy Nine-Tile 

 Domain Scope 

The horizontal axis shows the domain scope of the SOA implementation. 
The implementation domain can be small scale, within a single business 
unit, on a broader scale throughout the entire organisation or it can 
span enterprise boundaries in order to connect with customers, partners 
and/or suppliers. Since the number of involved parties grows when 
moving to the right, the impact and visibility of service oriented design 
decisions will be higher and so will be the required effort. On the other 
hand, efficiency and flexibility will also increase, resulting in a much 
higher return.  

Implementing SOA with business unit scope has the advantage that most 
of the organisation remains uninvolved and thus the chance of running 
into political problems is small (which is especially important for 
organisations that have a natural resistance to change). The obvious 
disadvantage is that implementations will be uncoordinated which in 
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most cases will yield services that have limited reusability and thus 
limited return. Initiating small-scale SOA initiatives within a business 
unit does provide a good learning opportunity and success can be a 
trigger to expand SOA initiatives to the enterprise level and beyond. 

 Service Scope  

The vertical axis shows the intended use (or “service scope”) of the SOA 
implementation. On the lowest level, we see “service enablement” of 
existing or new applications. This implies that connections with 
proprietary systems are based on web services rather then proprietary 
connectors, thus reducing interfacing complexity between otherwise 
independent applications. This “technical web services” layer is primarily 
technology driven and although relatively simple to initiate and manage, 
will yield the smallest return because of its limited impact. Strictly 
speaking, implementations on this layer have nothing to do with SOA 
since the scope of each service is limited and purely technical in nature. 
However, this layer is often used as a stepping-stone into a more 
business oriented implementation of services. 

This brings us to the second layer in the model, in which we consider 
services purely from a business point of view. When services are 
primarily driven by functional business requirements, we no longer 
speak of technical web services, but instead of business functions. 
Business functions require (a lot) more business involvement and 
visibility throughout the organisation or even across organisation 
boundaries. 

Successful implementation of business function based SOA initiatives 
results in a service infrastructure that is resilient to application and 
organisation changes and provides flexibility and business agility. 
However, one last step remains, which is to add dynamic, process-driven 
behaviour to the business function landscape. 

Business functions modelled as independently running business 
processes, managing networks of other business functions in a highly 
dynamic, on-demand driven framework is called Process Interoperability. 
Process interoperability is the most challenging but also most awarding 
and flexible implementation of SOA within a business unit or 
organisation. Implementation of process interoperability always requires 
a SOA infrastructure framework as described in chapter 4 in order to 
provide a cost efficient, scalable and flexible platform on which to build 
a business landscape of easily manageable functions and processes that 
are mostly independent of underlying technology. 

Apart from the two main axes, the nine-tile picture shows another division 
of SOA, based on the level of technical versus business interaction. When 
SOA initiatives are driven by technical drivers rather then business drivers, 
we speak of “Micro SOA”. When SOA initiatives are driven primarily by 
business objectives, we speak of “Macro SOA”. Both are explained in a bit 
more detail in the next paragraphs. 
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 Micro SOA 

This approach implements projects by means of SOA technology on an 
individual basis. While the risk is obviously low, so is the return. Since 
SOA introduction has limited scope, most of the organisation is left 
undisturbed hence there is less risk of political issues. This can be 
important, particularly in strong hierarchical organisations that have a 
natural resistance to change.  

Micro SOA implementations are 
typically uncoordinated, which 
might improve efficiency of 
each individual project, but in 
most cases will also yield 
services that have limited 
reusability. 

Adoption of a micro SOA 
approach has an inherent risk of focusing mostly on technology instead 
of generic design for reuse and cross-domain business demands. Lack 
of proper governance and lack of coordination between micro SOA 
initiatives can lead to a proliferation of non-reusable services. 

A micro SOA approach for business function development can result in 
compelling success stories across the business unit or the enterprise, 
which in turn might attract further initiatives and help with the 
acceptance of SOA as a cross-organisational “lifestyle”. But again, lack of 
governance and lack of cross-organisational collaboration might lead to 
limited reusability of produced functions. 

 Macro SOA 

This approach applies SOA to the entire enterprise architecture (or 
beyond), thus involving most, if not all, departments throughout the 
organisation. Although the effort involved is obviously higher then the 
micro SOA approach, so will be the return. Macro SOA initiatives must 
have top management-level support in order to be successful and they 
are truly driven by business objectives instead of technology. Since it 
affects large portions of the 
organisation (possibly even 
including partners, suppliers or 
customers), introduction of 
macro SOA requires careful 
planning and coordination as 
well as the development of a 
strong governance organisation.  

The adoption of a macro SOA 
approach can only be effective 
when it is combined with the 
implementation of a shared SOA 
infrastructure, such as the SOA 
framework discussed in chapter 
4. Introduction of said framework can yield rapid returns on investment 

Many Dutch government organisations operate their own public web 
sites to provide specialised services to Dutch citizens. In order to 
improve the level of service to the public and to aid the user who is 
looking for a specific type of service, it would be beneficiary if these 
web sites provide cross-domain services to these users and provide 
access to any relevant service, independently from the selected site 
(“no wrong door” principal). To accomplish this, it is necessary for 
these web sites to share services provided by many different 
departments within these government organisations. In order to 
assure that each web site provides the correct set of services to the 
correct audience, an infrastructure is required that provides 
federated services in a secure manner, using standardised interfaces 
and protocols. A macro SOA initiative could be a proper approach in 
this case. The introduction of a common, federated services 
infrastructure would enable these different government organisations 
to publish and share services and build a common “service directory” 
that could be utilized by different web sites from different 
organisations to present a complete and consistent user experience, 
no matter the entry point chosen by the user. 

 

Many portal implementations provide "out of the box" portlets*, that 
enable the use of existing web services within the portal. By means of 
style sheets, the information can be presented in any desired user 
interface with a minimal amount of coding effort. Especially if the 
applications to be integrated are based on various proprietary 
technologies or have a lifecycle that is independent from the portal, a 
micro SOA approach could be beneficiary. In this case, application 
interfaces are provided as web services, which facilitate a quick and 
seamless integration into the portal. In this case, the choice for 
service enablement of the applications is mainly technical. 

* portlet = presentation building block within the portal environment 
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and will ease the implementation of future service development 
initiatives considerably.  

 Organisational impact 

Except for the lowest, technical web services, layer, the introduction of 
SOA requires involvement of the business and thus has impact on large 
portions of the organisation or even the entire value chain. Within a 
single business unit, the impact on the organisation is still limited. SOA 
efforts at this level are typically project-driven, which provides a good 
opportunity to build experience with business function modelling. 
However, when not properly governed, these business functions will 
yield limited reusability and thus limited return.   

Implementing business functions with enterprise scope (or beyond, with 
cross-domain scope) applies SOA principles to the entire enterprise 
architecture, thus involving most, if not all, departments throughout the 
organisation. Although the effort 
required is obviously substantial, 
so will be the return. Enterprise-
wide business function initiatives 
must have top management level 
support in order to be successful 
and they are truly driven by 
business objectives instead of 
technology. Since large portions of 
the organisation are affected, 
introduction requires careful 
planning and coordination as well 
as the development of a strong 
governance organisation.  

In general, business functions 
cannot be considered in isolation; 
they are part of a series of 
architecture models that are driven 
by corporate business drivers, 
policies and [business] missions. Business functions must be unique and 
reusable and have well defined and well governed policies for 
functionality, availability, manageability and accessibility. The business 
function architecture provides a clear and consistent mapping of 
business functions against a set of architecture models (process 
architecture and information architecture) as depicted in the picture on 
the right. Having said this, we can conclude that implementation of SOA 
at the business function scope and beyond thus requires a thorough 
understanding (and involvement) of the business and a set of well 
defined and well governed architecture models in order to be successful.  
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The business function architecture is used as the starting point for the 
application architecture (which contains a mapping of business functions 
to [existing] applications). The complexity of this mapping depends on 
the level of “service enablement” of each existing application and the 
scope of the entire implementation. It is important to remember that the 
entire process of implementing business function oriented SOA should 
be driven top-down: from business policies to functional requirements 
to technical implementation and not the other way around! 

Organisations that have a clear understanding of their business function 
models (and the proper organisational structure to manage them) can 
ultimately decide to implement these functions using a dynamic, on-
demand driven SOA framework based on clear separation of business 
processes, business functions and applications. In other words, 
implement SOA at the process interoperability service scope. Enterprise 
wide process interoperability is by far the most pervasive approach for 
an organisation to implement. This is always driven top-down and must 
be very carefully coordinated across the IT and business departments. 
The approach will cause the most political and cultural agitation and 
must thus be very well managed. Since process interoperability focuses 
on specific business functions and business processes, it might be 
worthwhile to reorganise the organisation accordingly in order to create 
the best fit for business. When done properly, an enterprise wide 
process interoperability SOA initiative will yield by far the most return 
since it allows the organisation to respond to any changes in the 
business landscape in a rapid, efficient and very flexible manner. 

None of the approaches discussed in the nine-tile is perfect. All have their 
respective advantages and disadvantages and are targeted towards different 
SOA “usage patterns”. When the problems an organisation is facing are 
mainly related to application interoperability, implementation of technical 
Web Services might be a proper solution. Apart from providing a neat 
solution for application integration issues, the solution allows an 
organisation to build knowledge of one of the primary pillars of SOA 
technology without causing too much disturbance throughout the remainder 
of the organisation. 

When the service scope becomes more and more business driven, 
organisations face the decision of implementing separate business functions 
based on existing application services or go all the way with a complete 
enterprise implementation using a SOA infrastructure framework. The best 
fit of these two approaches strongly depends on the “SOA awareness” state 
of the organisation as a whole. Implementation of a complete [enterprise] 
SOA infrastructure requires that all lower levels in the nine-tile model have 
been implemented. This implies that the appropriate architecture models 
and governance organisation are in place and that there exists a strong 
business-driven focus on development of business functions and business 
processes, independent of underlying technology (“macro SOA awareness”). 
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Whatever the approach chosen, it is imperative to have a proper SOA 
governance organisation in place! Its primary goal is to define the long-term 
service architecture roadmap according to which the separate SOA 
implementation programs will be shaped. The roadmap defines where and 
how to start using SOA and how to proceed from there into the future. The 
starting point as well as the final goal will be different from one organisation 
to the other. It is important, however, to have considered this process 
carefully and laid down the plans into said roadmap. The nine-tile as 
presented in this chapter can help organisations to define their starting 
point as well as their final goal. 
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6 Seven frequently asked questions 

1: HOW CAN SOA HELP ME INCREASE MY BUSINESS FLEXIBILITY? 

The world is moving away rapidly from “office hours only” to a 24/7 
marketplace supporting global processes and organisations are forced to 
act more quickly to market changes by introducing new products and 
services on the market at a greater pace then ever before. 

In order to keep up with market demands and security constraints, 
companies, governments and institutes must be able to organise their 
information processing facilities in a more flexible, process directed and 
cost effective manner. This implies that companies must establish 
flexible and state of the art means of electronic cooperation between 
their various departments, organisational units, partners, suppliers and 
last but not least, their customers. 

Such a challenge presumes an optimal synchronisation of business 
objectives and technical IT infrastructure. SOA helps organisations to 
redefine IT facilities as flexible, reusable components that can be 
deployed as parts of business processes and maintained as self 
contained units of well-defined functionality, independent of underlying 
technology, thus enabling organisations to react more flexibly and 
effectively to changing market and regulatory demands. 

 
2: IS THERE SUCH A THING AS A ‘SOA PRODUCT’ I CAN BUY? 

SOA must be considered an architectural style of design, defined by a set 
of design principles, which strive to enable greater flexibility, increase 
reusability and increase interoperability.  

Therefore SOA is not a product you can buy off the shelf and thus no 
“out of the box” solution exists for the implementation of SOA initiatives. 
However a set of broad strategies that can be used as a guideline when 
considering the implementation of SOA does exist. Neither of these is 
“better” or “worse” than the other; which strategy to choose mostly 
depends on the business case at hand. The starting point in building 
such a business case is a proper understanding of the desired 
architectural environment, otherwise known as an integration framework. 
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The figure below provides a functional overview of the integration 
framework: 

 
Orange components comprise the architectural building blocks of the 
integration framework; red components represent the various groups of 
actors (users, existing applications and/or data sources and external 
services provided by partners or suppliers). 

 

3: DOES THE USE OF SOA AFFECT MY ENTIRE ORGANISATION? 

In many cases the implementation of SOA requires a cultural change, a 
different mindset and a different approach to the development of 
application and integration services. SOA is not so much something you 
“buy”, but instead something you “do”. 

The extent to which the use of SOA affects your organisation is largely 
determined by the appropriate scope. The nine-tile depicted in chapter 5 
helps organisations to determine their domain and service scope. 
However, none of the approaches discussed in the nine-tile is perfect. All 
have their respective advantages and disadvantages and are targeted 
towards different SOA “usage patterns”.  

When the problems an organisation is facing are mainly related to 
application interoperability, implementation of technical Web Services 
might be a proper solution. Apart from providing a neat solution for 
application integration issues, the solution allows an organisation to 
build knowledge of one of the primary pillars of SOA technology without 
causing too much disturbance throughout the remainder of the 
organisation. 

When the service scope becomes more and more business driven, 
organisations face the decision of implementing separate business 
functions based on existing application services or go all the way with a 
complete enterprise implementation using a SOA infrastructure 
framework. The best fit of these two approaches strongly depends on the 
“SOA awareness” state of the organisation as a whole.  
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Implementation of a complete [enterprise] SOA infrastructure requires 
that all lower levels in the nine-tile model (see chapter 5) have been 
implemented. This implies that the appropriate architecture models and 
governance organisation are in place and that there exists a strong 
business-driven focus on development of business functions and 
business processes, independent of underlying technology (“macro SOA 
awareness”). 

Whatever the approach chosen, it is imperative to have a proper SOA 
governance organisation in place! Primary goal of this organisation is to 
define the long-term service architecture roadmap according to which 
the separate SOA implementation programs will be shaped. The roadmap 
defines where and how to start using SOA and how to proceed from there 
into the future. The starting point as well as the final goal will be 
different from one organisation to the other. It is important, however, to 
have considered this process carefully and laid down the plans into said 
roadmap. The nine-tile as presented in this chapter can help 
organisations to define their starting point as well as their final goal. 

 
4: WE USE WEB-SERVICES. DOES THAT MEAN WE ALREADY USE SOA? 

The answer to this question could be very short “YES”, when SOA is 
regarded purely as a technology to deploy web services. However in 
order to make full use of the benefits a SOA strategy has to offer, 
technical web services are merely a means to an end. 

Except for the lowest, technical web services layer, the introduction of 
SOA requires involvement of the business and thus has impact on large 
portions of the organisation or even the entire value chain. Within a 
single business unit, the impact on the organisation is still limited. SOA 
efforts at this level are typically project-driven, which provides a good 
opportunity to build experience with business function modelling. 
However, when not properly governed, these business functions will yield 
limited reusability and thus limited return.   

Implementing business functions with enterprise scope (or beyond, with 
cross-domain scope) applies SOA principles to the entire enterprise 
architecture, thus involving most, if not all departments throughout the 
organisation. Although the risk is obviously high, so will be the return. 
Enterprise-wide business function initiatives must have top management 
level support in order to be successful and they are truly driven by 
business objectives instead of technology. Since large portions of the 
organisation are affected, introduction requires careful planning and 
coordination as well as the development of a strong governance 
organisation. 

 
5: IS SOA NOT JUST OLD WINE IN NEW BAGS? 

One may argue that Service Oriented Architecture has been around in 
various guises for a long time, but it is clear that effective enterprise-
wide adoption of SOA is a major and pressing undertaking for many 
organisations on a scale not seen with its precursors. 
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The world is moving away rapidly from “office hours only” to a 24/7 
marketplace supporting global processes. More and more e-business 
initiatives are replacing the old “brick and mortar” ways of performing 
business and organisations are forced to act more quickly to market 
changes by introducing new products and services on the market at a 
greater pace then ever before. 

In order to keep up with market demands and security constraints, 
companies, governments and institutes must be able to organise their 
information processing facilities in a more flexible, process directed and 
cost effective manner. This implies that companies must establish 
flexible and state of the art means of electronic cooperation between 
their various departments, organisational units, partners, suppliers and 
last but not least, their customers.  

Recent compliancy legislation, the natural risk of doing business online 
and 24/7, increasing means of electronic cooperation between an ever 
larger number of parties vs. steadily growing user demands create a 
business context in which organisations need to balance agility and 
control very carefully.  
 

6: HOW CAN I REACH THE SOA NIRVANA? 

In many cases the implementation of SOA requires a cultural change, a 
different mindset and a different approach to the development of 
application and integration services. SOA is not so much something you 
“buy”, but instead something you “do”. When executed correctly, SOA 
enables businesses to increase flexibility and agility especially when a 
number of organisational prerequisites are properly fulfilled: 

 Establish discipline and streamline communication between business 
and IT by means of implementing a SOA governance program; 

 Make sure that communication between process owners and IT 
services organisations regarding business requirements and 
company targets is clear and concise; 

 Definition and implementation of service programs must be aligned 
with and corresponding to the short and mid term business needs; 

 Implementation of services as individual projects, using appropriate 
technology, applications and [existing] information and storage 
systems; 

The SOA approach is most suitable for the support of cross-domain 
processes and services that depend on integration of applications and 
systems. In this case the definition of services as reusable components 
will immediately result in added value to the organisation. Re-use of 
existing components and the flexibility of the resulting IT-infrastructure 
facilitates integral support of processes and improved collaboration 
between departments and organisations. However, introduction of a SOA 
approach in an organisation requires strategic thinking, time, careful 
planning and most of all, substantial organisational support! 
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7: WHICH ARE THE KEY SOA VENDORS? 

Over the past years many of the larger software vendors have focussed 
on building a suite of products that enable organisations to practise SOA. 
In many cases these suites are built around an enterprise service bus. 
Recognised2 suite vendors are, among others, Oracle, SAP, Sun, Microsoft 
and IBM. 

 
2 Source: Gartner 
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7 Everett 

Everett, formerly known as Webflex, is a systems integrator and consultancy 
firm with highly skilled professionals and unique hands-on experience. Our 
inspiration is connecting individuals and ICT services in a secure, 
personalised and demand-triggered way.  

However, ‘demands’ are changing ever faster, requiring ultimate flexibility of 
ICT-systems. Providing access usually is in conflict with control, governance 
and privacy.  Furthermore, corporate ICT should continuously reassess its 
past investments in the light of being potentially unique sources for new 
services, while balancing within the constraints of being auditable, cost-
efficient and compliant.  Our inspiration has therewith become a boardroom 
consideration, which will largely determine the success of the organisation. 

Everett firmly believes in a middleware solution for this requirement for a 
controllable and agile ICT environment. New concepts and technologies in 
that area can provide your organisation with a sustainable –competitive- 
advantage, in terms of cost control as well as time-to-service.  Over the 
years Everett has proven itself as a leading specialist on SOA integration 
frameworks and middleware in general and Portal, Secure Remote Access, 
Search, Identity & Access Management and Enterprise Application Integration 
technology in particular – an area of expertise that is subject to major new 
developments on a continuous basis. 

We have therefore become a truly innovative company, embracing innovative 
concepts in the stage that they are ‘fit for purpose’, when they are leading 
edge rather than bleeding edge, however still early in their lifecycle.  

We use our vision and knowledge capturing capability to identify which 
technologies will stand or fail, and which can contribute to an increase of the 
agility of your ICT services.  We are organised in such a way that we know 
things earlier and better than others.   

Since new technology and new concepts bring uncertainty we have adopted 
methods to absorb this while implementing.  Our interactive and iterative 
methodology embraces change and channels it to the desired result.  We will 
assist you in this process as your consultant, architect, project manager or 
engineer.  As a temporary addition to your team or as a complete project 
team with a clear mission. 

And after we deliver we will not back off.  Everett’s Advanced Technical 
Support centre will be available to assist with in-depth expertise to 
accommodate the appropriate SLA. We strive for thought leadership in our 
competence and we want to work as a trusted advisor with the early 
adopters in any industry. 

 

Everett NL, Wiersedreef 5-7, 3430 ZX Nieuwegein, The Netherlands 
Everett UK, 55 Station Road, Beaconsfield HP9 1QL, United Kingdom 
 


