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	Abstract

The need for change and its rapid integration into both business and IT worlds is ever apparent in today’s dynamic and in some ways ruthless environments. In this rapidly evolving climate of today’s industry, Transformations of every sort are in abundance that encompass and impact both IT systems and Business Models, Strategies and Operations. At the heart of these events, we witness a certain set of common principles underlying these transformations. These are more than principles; they are in fact patterns that represent solutions to common problems arising in this very important domain of transforming a current state to arrive at a final or future state.

In this paper we explore and present a set of patterns for transformation of both business and IT that are a distillation of the experiences of applying transformations to multiple levels within an organization for a number of projects across multiple industry contexts.
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Introduction

Types of Transformation
There are business transformations and IT transformations. But among either of them, we have a spectrum of transformations:

1. Evolutionary (Incremental) Transformation

2. Revolutionary

3. Facelift .. not really conducting transformation, but undergoing a façade of transformation.

Fundamentally, the difference between evolutionary and revolutionary is a matter of the number of steps between the start and the finish states. In revolution, the final state is basically the next step from the start state. In incremental transformation, a set of steps are planned, designed and executed, monitored and perfected in a sense and respond  manner. 
We postulate that revolutionary transformation is a subset or special case of incremental transformation, however awkward that sounds, it is true from a mathematical perspective. 

The scope of the patterns in this paper are incremental transformation.

The fundamental context for the entire pattern language can be summarized in the following diagram:
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Figure 1: Context for Transformation
Thus, the figure defines some context for the transformation as follows.  There are a set of states that are involved in transformation. Each should be carefully defined. 
This starts with the obvious as-is or current state. Here, we address the current state of affairs, but it is important to do so with two mechanisms, one is Scoping the Transformation in terms of two important and difficult questions: where it should focus on and how deep it should go. Then a set of Stepping Stones or intermediate states or steps must be identified, agreed to by Transformation Sponsor, Transformation Agent and Stakeholders. 
These allow the process of transformation to happen and must include verification, validation and risk management, governance and feedback mechanism for continuous improvement so the stepping stones actually have hope of arriving at the goal and converging.  
Finally, we have the “final or future state” or what I prefer to call “Nirvana”. Nirvana is by no means hard to achieve if you know how to do it, practice long and diligently, have an appropriate teacher who is a living embodiment of the Path and have a lot of Support, Divine and worldly. But all of these factors do not necessarily converge and therefore it is often a point to aim for and goal to shoot for but perhaps not to actually achieve. And that is probably okay.
Note:
This paper will include only some of the patterns for incremental transformation. Others, such as Transformation Sponsor, Transformation Agents, etc. will be mentioned and briefly defined, often in a footnote to relate it to the context in which they are referenced, but will not be elaborated here due to space limitations. Some have been written but are out of scope of this paper (due to workshop limitations) and some have not yet been written by the author, but have placeholders for future elaboration and work in this area.
Patterns in Pattern Name are in this paper. Don’t look for patterns in This Font, you will not find them here; they are either in my head or on another document.
Also, the Example section will not be filled out in this rendition of the patterns. This will be done using a Running Example after the workshop. For the workshop, however, I will have a Narrative ready to set the context.
You can also read the Consequences section as a Resulting Context.
The Pattern Language Map

	Number
	Pattern name

	1
	Current state

	2
	end state (IT) or strategic Vision (Business)

	3
	Transformation Scope

	4
	Low hanging fruit

	5
	Stepping Stones

	6
	Iterative Formation

	7
	Self-similarity

	8
	Roadmap

	9
	Home Plan 

	10
	Global Architecture

	11
	Pain Points

	12
	Getting to Mars

	13
	Rover

	14
	Alien Landscape Assessment

	15
	Transformation Sponsor

	
	


Patterns mentioned and briefly defined but not elaborated here:
	Number
	Pattern name

	16
	Transformation Agents

	17
	Quick win

	18
	Transformation Funding

	19
	Transformation Governance

	20
	Closely Guarded Resources

	21
	Business case

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	


	Current state

	Other names: “As-is”


	Problem

	How can you determine where to go if you don’t know where you are starting from? 

	Context & Forces

	How do you know you know where you want to go if you have not defined the end state?

Transformation from a current state to an end state seems straightforward. But the difficulty is in defining the Stepping Stones that start from the current state and pass through a set of intermediate stages that are acceptable to the business, organizational culture and IT investments with minimum ripple effect.

	Solution

	Therefore, determine the Current State through interview, studying documents and artifacts of projects. Assess the current state of the enterprise or application architecture and create a report recording the results of your assessment of the Current State.

	

	Consequences 

	You now have a starting point for moving forward and determining an final State  (“end state”). You still do not know how to get there or exactly where you want to end up. You also need some Stepping Stones to get to your Final State.

	Example

	An organization has called you in to help the transformation to a service-oriented architecture. What are the applications that should be migrated and in which order and should all of them get migrated or only some? Assess the organization’s Application Portfolio. Group the applications into related sets and assess the current state of each set. 
Obtain the business and IT implications of the current state. Start with the Business issues and problems and prioritize based on them – funding for transformation is key and the purseholders will like it if you address their concerns first; then you will get a chance of funding the project.

	Question
	Should Current State Assessment be separated out as a pattern?


	end state (IT) or strategic Vision (Business)
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Other names: End State, Final State, “To-be” State, Nirvana


	Problem

	How do you transformation an enterprise or application architecture from its current state to a future state and make sure that future state is where you want to be? 

	Context & Forces

	How do you know you know where you want to go if you have not defined the end state? Defining the end state may be easy, getting people to agree on it is even more difficult. Which views should you consider without disrupting the whole process by introducing new people into the mix. 
You have determined your current state. You know where you are and have assessed that initial state you are in.
Transformation from a current state to an end state seems straightforward. But the difficulty is in defining the Stepping Stones that start from the current state and pass through a set of intermediate stages that are acceptable to the business, organizational culture and IT investments with minimum ripple effect.



	Solution

	Find a path that starts from the Current State and guided by Strategic Vision, weaves it way, initially, targeted at a set of Low hanging Fruit through a set of Stepping Stones to arrive at a final state. This will allow you to Gain Trust in the process and address priorities of the stakeholders. 

	

	Consequences 

	You now have a starting point and an End Vision (“IT end state”). You still do not know how to get there.

You need some Stepping Stones to get you to your Final State.

	Example

	

	Question
	Should Current State Assessment be separated out as a pattern?


	Transformation Scope
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	Problem

	How far and wide should the transformation focus itself? What are the areas in which transformation is to take place? 

	Context & Forces

	“It is futile and foolish to ‘boil the ocean’”. You have to be sensible in terms of how much you can accomplish, so you do get to accomplish something. Efforts to effect change must be sensible and feasible. Approaches that attempt too much too fast are doomed to failure: “boiling the ocean” is not going to be successful. On the other hand, if the scope of the transformation is too small to affect any change on the desired level or scale, then the efforts are wasted.
Large scale efforts must have corresponding budgets; all efforts must align themselves with political trends.

But change is the name of the game in enterprises; scope may change. Even if you do define a scope, how do you handle the changes in scope?

	Solution

	Therefore, determine the scope of transformation by considering whether the effort is enterprise wide, business unit specific, business lines specific or project specific. Choose a scope that is within the ability and budget of the Transformation Agents
. Look for Low Hanging Fruit that will help provide credibility to carry on more far-reaching efforts. 


	Consequences

	You now have a scope for the transformation and can get Transformation Funding from the Transformation Sponsors, although you typically need to present a Business Case to obtain Closely Guarded Resources.

	Example

	Instead of trying to transform all systems to an SOA, start working with key business units that are going to be trying new technologies and have pilot projects either underway or are thinking of doing so. Scope your efforts so that there is a well defined deliverable that is achievable within the scope. Make sure the results are something of value to the business unit and that they will support you and parade your efforts and theirs, not just a project that has fallen by the wayside.


	Low hanging fruit


	Other names; Quick WIN

	


	Problem

	So, how do you establish trust or gain support for your transformation effort?

	Context & Forces

	Transformations must have objectives and goals, and yet they take some time to achieve; in the meantime your funding can get cut and your project terminated.  

	Solution

	Therefore, try to obtain quick wins by focusing on the Low Hanging Fruit; things that are important and can be achieved “fast” (er), versus trying a grandiose scheme that will take longer, is more ambitious and more prone to failure and risk.

	Consequences

	You can focus your efforts on obtaining Quick Wins that can enable your sustained funding and support to achieve more Grandiose Schemes. You are not wasting your funding and resources on high risk areas that can be attacked politically or are prone to failure.

	Example

	


	Stepping Stones


	Other names; Intermediate Steps

	


	Problem

	How do you stabilize your efforts as you move from the Current State to the End State?

	Context & Forces

	You cannot get to the final state in one go. The Ultimate State can never be achieved, it is decidedly too grandiose and perfection cannot be materialized in the relative world. 
If you cannot get to the Ultimate Future State in one step, yes, you will use Incremental Transformation, but at each stage you need to establish a stable state before you move onto the next stage and ultimately to the End State.
If you do not stabilize your intermediate successes, you may not be allowed further funding or resources; people can get disheartened and leave or loose interest. 

	Solution

	Therefore establish a set of Stepping Stones to give you a firm basis for subsequent stages of progress towards your End State.
Therefore, you need to plan a set of intermediate stages or Stepping Stones in order to carry out the transformation from the Current State to the Ultimate State. 

Think big (globally) but act locally. Aim for perfection, but know that you can only get so much done with limited resources. This is called impeccability: knowing you cannot achieve the Ultimate yet striving to anyway with all your power and resources.

Stepping Stones will help you tread along the path, as you “start a journey of a thousand miles with one step.” And then another, and then another. When crossing a stream, you see the goal, but the water may be too deep or the river dangerous to wade into. Therefore you need to find some stepping stones to get the other side without getting your feet wet (too much!).



	Consequences

	You will achieve your goal, the Ultimate State in degrees; perhaps never fully, but moving in that direction may be enough; at any rate it’s the best you can do.

	Example

	


	Iterative Formation


	Other names: Fractal Application
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	Problem

	In what way should we apply the transformation across the enterprise or within the scope of the transformation? 

	Context & Forces

	The granularity of applying changes in an incremental fashion is a key planning and design consideration. On the one hand, we would like to effect change, but not in a manner that is so disruptive to processes as to disallow the implementation of the change. We do not want to rock the boat too much and have dire consequences; however, change is perceived differently by various people or organizations who have different stakes and roles. One man’s small change is another man’s nightmare.

	Solution

	Therefore, apply the patterns for transformation in a fractal manner based on Transformation Scope. At the enterprise level, at the level of a business unit, at the level of families of applications, individual applications or projects.

For each of the units you have identified in your Current State, work with them to obtain a notion of granularity based on the Low Hanging Fruit and on Strategic Vision or END STATe. 

	Consequences

	You can apply the same principles to recursive levels of granularity and this provides uniformity in design and execution.

	Example

	


	Self-similarity
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	Problem

	When do you apply a solution even if the problems seem to be different? How can you find commonality between two components, services, areas in the business? What metrics should you seek to apply to discover congruence?

	Context & Forces

	Things look very similar form afar; or deceptively different. What are the rules and definitions for similarity and congruence in business? What are they in the IT service domain?

	Solution

	 Apply the same solution at a fractal level of granularity. Set metrics for determination of commonality not by physical appearance of applications or business, but by exploring and documenting their intents: the goals and objectives for the business side, and the underlying messaging and contracts for the IT side.

	Consequences

	You now have a means to assess similarity, can discover common services at the business unit or project level and elevate them to the enterprise level.

	Example

	


	The Roadmap
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	Problem

	How can you commence transformation and yet ensure all factors have been considered? How can you keep track of the factors? How can you plot your direction (tactical and strategic) as you move forward with transformation or even before that, as your understating increases?

	Context & Forces

	Context of transformation is important, how do you track it in each project and across projects? You will tend to want to create a work breakdown structure or a project management plan. But this is not the Map. The Map shows iterations that culminate in building the desired construct (the future state)



	Solution

	 Map out the steps and iterations of transformation. Show what steps need to be taken to get to the future intermediate state from the current intermediate state. 

You need a map to make sure you can navigate through the solutions. The Map is a fractal application of patterns of transformation covering both business and IT domains, pinpointing their interchange points.
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	Consequences

	You know where you are at each step. You know what the next step is going to be. The path is clear. How to get there is another matter that requires 

	Example

	


	Home Plan 



	





	Problem

	How do you keep business unit specific issues going forward while addressing global enterprise wide holistic concerns as well?

	Context & Forces

	What is the strategic plan for internal transformation in a given business unit?

	Solution

	 Before applying the transformation to your enterprise, you need to get local buy-in from your project and the individual business units. Create a Home Plan for each unit. Make sure the individual plans fit and converge to meet the higher enterprise-wide goals.

	Consequences

	You have balanced specific business unit concerns and issues with the holistic corporate good. But you need to have Rovers to go and Assess Landscape to make sure the transformation is occurring in the direction of the End Vision.

	Example

	


	Global Architecture 
(Aka Standard Application and Business Architecture)



	



	





	Problem

	

	Context & Forces

	Context & Forces Standards are in abundance. How do we leverage critically important ones that make a difference to our transformation?

	Solution

	 

	Consequences

	

	Example

	


	Pain Points


	


	Problem

	How do you scope the transformation?

	Context & Forces

	Should I do this tactically or strategically? Pain points are usually tactical. Will this cause me to loose sight of the bigger more strategic picture?

	Solution

	 Focus on the most critical items and priorities that are relevant to the convergence point of business and IT.

	Consequences

	You will not miss either business or IT goals if you focus on the convergance. You will avoid “boiling the ocean” and will focus only on pain points to demonstrate immediate and short-term value as well as long-range strategic value.

	Example

	


	The Goal
Aka Getting to Mars


	





	Problem

	When does transformation stop? What does the end state look like?

	Context & Forces

	You are standing in the midst of a project mired in legacy systems and wish to implement a service oriented architecture or their modern, new architecture that gives the business the flexibility it needs to “get to Mars” or satisfy new and lofty business goals.

	Solution

	 Define the end state up front. It cannot be Nirvana, it must be practical and achievable.

	Consequences

	You have defined the future or end state. But you need a Map to get there. You need Rovers to give you live  feeds and what the terrain looks like. You need assessments to tell you how things are doing.

	Example

	


	Rover


	





	Problem

	How can you get first-hand information about the terrain, an alien landscape? What are the key business problems, players, objectives? What are key IT concerns and how do they mesh with the business pain points?

	Context & Forces

	Live feedback form the field is scalable only if you do not try to do it all yourself, although how can you trust your Rovers unless you know where they are going or assign their investigations and terrain?

	Solution

	 Have someone who is mobile and knowledgable about the dynamics of the IT terrain. Have some one focus on the business domain and can navigate that terrain. Have them report to you the state of affairs on a periodic basis, providing live feeds of what is going on before and during the transformation

	Consequences

	You have live feeds from two areas in place and can assess the state of the transformation on a periodic basis.

	Example

	


	Alien Landscape Assessment
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	Problem

	The terrain is new; you have no idea which direction to go or even where you are within the transformation.

	Context & Forces

	You cannot be certain what actual steps have been taken and what the consequences have been. You see the new landscape when you embark on a new project or when new stakeholders or parties engage.

	Solution

	 Assess the current landscape. Evaluate the current state of business and IT with regard to the scope of the pain points that drive you to this project in the first place. You cannot use the Rover to go everywhere; there is no time. Focus on

	Consequences

	You have an assessment of the current state of affairs. You can feed this information back into your Map.

	Example
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� Transformation Agents are those who will be implementing the set of changes within the Transformation Scope. They may also be connected to or be the same people as the Transformation Sponsors, those higher up in the organization who will champion and support the effort with political clout as well as funding and other resources. 
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