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Introduction
This content is draft content for my book, which I am “testing” in the real-world. Please feel free to contact me through
LinkedIn - https://www.linkedin.com/in/adriankearns/ or comment on the blog-post https://morphological.wordpress.com/2021/01/27/your-first-project-where-to-start
This flowchart attempts to summarize all the key activities that usually occur during a project-based solution architecture
engagement, as well as significant items of context that influence how the engagement may unfold, and what the
architect needs to do and be mindful of.
Some of these items will be more relevant for architects working as consultants, where commercial boundaries may
come into play, such considerations won't exist or be as pronounced for in-house employees.

Engagement Start
Make sure you understand who you're working for, the scope of your engagement, the substance of any relevant
commercial agreements including responsibilities, deliverables and deadlines, governance and approval processes. These
may appear semi-informal if you are part of an in-house team, otherwise they may be explicitly defined in a commercial
contract.
Make sure you understand the context of both the engagement and the project. The engagement refers to your personal
engagement and/or that of your company, if you are working with a client organization; the project (or product) refers to
the team you'll be working within to deliver to the projects objectives.
Are the projects high-level scope and objectives clear?
Make sure the intent of your engagement is in-line with the objectives of the project. This may not be apparent until
after you've started working on the project.
Do I understand the engagement context?
Are you starting a new initiative i.e. how sound is the business case; are you taking over from the previous architect i.e.
what sort of knowledge transfer will you get?
Is the scope of my engagement clear?
Make sure you understand who is paying for your time and what they expect, because ultimately that's who you work for
- in a commercial sense.
Ensure the reporting lines are clear. For example you may have two lines of reporting: one within an architectural team,
the other within the project.
Understand the relevant constraints
Expect these to become clearer as you work on the project, but if possible, try to get an initial view before you start. Ask
about both the current and future states regarding:
1. Technology
2. Strategy
3. Partners and vendor landscape.
4. Governance processes, standards.
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Broad Engagement and Project Considerations
Be conscious of these aspects as they will have an enduring influence on your work. Be aware of any significant changes
to them over time.
Although they will often not be clear until you are well into the project, getting an early read of them before you start is
ideal, so that you can position and prepare yourself accordingly.
Architectural Governance
Is it present; what level of maturity; what are the general expectations relevant to your work; how strongly, and
widespread, are the governance processes and decisions enforced?
Commercial Agreements
Two lenses:
1. The commercial connection between you/your employer and the organization; mostly applicable if you are a
consultant, less relevant if you are a permanent internal staff member.
2. The overall commercial landscape in the organization: which vendors are present, which services are outsourced,
and so on.
Commercial Dimensions
There are two aspects to this:
Vendors & Partner organisations - seperate business entities which are doing business with the primary organisation i.e.
the customer. For example system vendors may be embedded in the organisation or have formal areas of involvement,
such as through support contracts.
Internal operational and cost models. If "the business" and "IT" are separate units with the organisation it's likely that
you may be internally "charged" against someone's budget. As far as commercial arrangements go, these tend to be less
stringent than those between different companies.
Existing Architecture Collateral
1.
2.
3.
4.
5.
6.

Is there any, if so where is it?
How current is it (i.e. how old, how up to date, accurate)?
Can you reuse it?
Can you add to it?
Is it still being actively used and maintained?
Are the contributors still around?

Level of formality
Extending on from culture; how formal is the organization, and the architecture team and governance specifically?
Ensure you understand how this may affect what artefacts you need to produce, their level of formality and time/effort
to complete.
Other Architects
1. Who are they, what do they do?
2. What are they working on?
3. What's their involvement in your work?
Page 3 of 13

People
The ability and mindset of an organisations people is always varied. It's important to correctly read where they are at and
adjust your approach and expectations to suit.
1.
2.
3.
4.

How skilled and experienced are they?
How open minded are they?
What is their positionality - e.g. in-house or vendor; commercial or private sector; culture; gender; age?
What is their ability to influence and level of engagement?

Processes
The application of process varies between organisations, and between teams. Processes can be non-existent,
appropriate or all consuming to the point that people have forgotten why the process is there.
1.
2.
3.
4.
5.

What processes are already defined?
How consistently used are they?
How effective do they appear to be?
What level of flexibility is there?
Are they appropriate?

Workplace Culture
What is it like: relaxed, rigid, conservative, small and close-knit, large and impersonal, etc, and have you worked in a
similar culture before? How will this affect your working style, how might you have to adjust?

Getting Up and Running
Find out who you are working with and start building rapport; establish how you will be working, and how the team will
be working; become familiar with the solutions objectives; identify the significant solution items.
Architectural Approach and Artefacts
What ones are mandated? What ones are needed? What tools / formats will you work in? How formal will your outputs
need to be?
Where is the boundary between architecture and detailed design?
Be Aware of Organisational Processes
Many organizations, especially larger ones, tend to have established processes for running projects, business analysis and
so on.
Is the project using these processes? Are they fit for purpose? Using mandated processes that are not an ideal fit, or
using "unapproved" processes that are a good fit, are both situations that could be problematic.
Establish Working relationship with the overseeing architect
If you have a reporting line through to a senior architect, make sure you know who that is and agree with them how you
will work together: what level of decision-making they need to be involved in, how often you will meet to discuss items
of significance and risk, and so on.
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Establish working relationship with the project manager
Mechanisms you use to manage your work. In some cases (such as work items) these might be managed in the same
system used by the whole team (such as a shared backlog), or other members of the architecture practice (if there is
one), otherwise you will need to set-up your own repositories. A repository could be as simple as a spreadsheet. For
example:
1. Architecture Risk Register
2. Task list
3. Working notes, diagrams and reference materials
Identify items with a long lead-time
I.e. anything that count's as a "first" or something "new" for the organization; "new" things will often attract greater
attention from governance processes, which may extent the amount of work required and lengthen approval timescale's.
Identify the lead aspect
Sometimes a particular aspect, such as the UX, data or integration, will drive how people think about the problem space
and solution. In such cases it is usually beneficial Identifying this aspect early on and orientating your approach around it.
Identify the significant SQA's and NFR's
Although the actual Non-Functional Requirements to be tested are usually elaborated and defined during "architecture
as usual" phase (phase 4), it's important to get a high-level sense of what the priority System Quality Attributes are - e.g.
User Experience and availability.
The more significant a given system quality attribute is, the more it may influence the architecture.
Ideally, understand these priorities by talking with the business owner and other key stakeholders. Determining the
priority in a relative sense may be enough at this stage. One of the goals is to help identify items that require a long leadtime.
Is the Project Delivery Approach sorted?
Is an appropriate methodology being used? If not, is it so bad that you need to intervene, and is such intervention
feasible - e.g. are the processes organization mandated?
Is the technical delivery approach sorted?
Are appropriate methodologies being used? If not, is it so bad that you need to intervene, and is such intervention
feasible?
Meet People
Meet and start to establish a rapport with people involved in the project, including the business owner / product owner,
project team, subject matter experts, and so on.
Likewise, meet people in related teams such as architects, change management staff, operational support, vendors /
partners, and so on.
Setup Tooling and Working Repositories
Ensure the tools you need are available for use, including wikis, document repositories, word processing and
spreadsheets, diagramming and/or modelling software, and so on. These tools might be proscribed (i.e. by architecture
governance processes), or be standard organizational tools used by everyone.
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Where tools are lacking you may need to champion obtaining them, or otherwise adapt your approach to suit.
Repositories: the systems you use to manage your work. In some cases (such as work items) these might be managed in
the same system used by the whole team (such as a shared backlog), or other members of the architecture practice (if
there is one), otherwise you will need to set-up your own repositories. A repository could be as simple as a spreadsheet.
For example:
1. Architecture Risk Register
2. Task list
3. Working notes, diagrams and reference materials
Understand Governance Expectations
Ensure you understand the relevant processes and mechanisms, particularly those that may impact delivery planning, i.e.
can you get incremental approvals or is a big up-front design required. Are specific approvals required pre-detailed
design, pre-development or pre-implementation?
Be sure to validate your understanding of the processes first-hand with the people who run them as sometimes the
actual processes may be different to the advertised ones, especially if the organizations architecture leadership has
recently changed.
Understand Technical Context

Understand the high-level requirements
Identify gaps; ask questions. Identify aspects that are architecturally significant.
Understand the project context

Understanding the Impacts of the Scope
Having started the project, does its scope still make sense? Are there any unforeseen implications that will impact the
architecture, or the organization more broadly?
Sometimes a solution/project will have implications that are not visible until after the project has started; or more
specifically, implications not
visible until the architectural thinking has reached a certain point.
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Project Context
The project context refers to all the aspects that are directly relevant to the solutions delivery: who is involved, the
processes and methodology they follow, and so on.
As solution architect you are usually not responsible for these aspects, but as a leader in the project you are in a position
(and have a degree of responsibility) to shape the delivery - especially if any of these aspects appear lacking.
Capability (People)
As a whole, does the project have the people and skills that it needs? Are there any specific or significant skill
deficiencies, particularly in critical or senior roles?
Methodology
Does the project have a clearly defined way of working?
Project Health
Is it on fire? What are the urgent issues that need addressing?
Project Scope
Does the project have a clearly defined scope, and is that scope achievable?
Project Team RACI
Does everyone know what they are responsible for? Are these responsibilities proscribed or organically understood?
Stage and Lifecycle
Is this a new project i.e. pre-business case, or an in-flight project? Does it have funding, if so, within what bounds?

Technical Context
Aspects of the technical landscape that will directly influence the solution architecture.
People Constraints
To be effective, technology depends on the presence of appropriately skilled and knowledgeable people to support it.
What relevant skills, knowledge and experience do the existing teams possess? What is their overall level of proficiency,
maturity and level of ability? Whilst most obviously relevant to in-house staff (i.e. permanent / long-standing staff) the
same questions also applies to third parties and vendors.
Be conscious of any disparity between project staff and support staff, assuming delivery and support are not handled by
the same teams.
Technical Constraints
Ensure you understand the technical constraints that are relevant, specifically:
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1.
2.
3.
4.
5.
6.

Key systems and applications
Frameworks
Technologies
Partners
Platforms
Infrastructure

Technical Landscape Changes
Changes to the technical landscape, especially significant ones, need to be taken into account; these include top-down,
planned changes, and bottom-up organic or unplanned changes.

Project Delivery Approach and Planning
How the overall project will deliver, i.e. methodology, estimation, and so on.
Identify what the likely approach is based on the organizations existing processes; think about what the most appropriate
approach is. Are they sufficiently aligned?
Is there latitude to change if not?
Is it a battle worth fighting? To what extent do you *want* to baby sit the process later? To what extent do you *need*
to baby sit it?
How will we roll-out?
Not just how do we technically roll-out and cut-over, but how do we put minimal impact on users?
Tasks: How do we know when we are done?

Tasks: How do we manage who is doing what, when?

Tasks: How will we estimate? How do we plan out the projects timeframes realistically?
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Technical Delivery Approach and Planning
How the project will technically implement the solution, roll-out, handle data migration, and so on.
Identify what the likely technical delivery approaches are (e.g. release management) based on the organizations existing
processes; think about what the most appropriate approach is. Are they sufficiently aligned?
If not, is there latitude to change? Is it a battle worth fighting? To what extent do you *want* to baby sit these processes
later (i.e. should you really get involved)? To what extent do you *need* to baby sit them now/later?
How is source code and configuration managed?

How will we deploy?

How will we manage releases?

How will we test?

Things that often Require Long Lead-Time
Things that typically have a long lead-time associated with them and therefore will require early consideration and
appropriate planning.
Breaking New Ground
Doing anything for the first time usually takes much longer. It could be a first for the project or a first for the
organisation.
Change Management / Roll-Out
A number of factors will be relevant to how the solution is rolled-out, technical and non-technical. Carefully consider the
target environment in a holistic sense. For example:
1. Are you replacing an existing solution or establishing something completely new?
2. How would you characterize the user-base; how will they react to the change?
Another factor to consider is the support model, and ensuring that the people, processes and tools that will support the
solution are ready. The development of appropriate support may take more time than expected if not considered early.
Do we need to procure anything?
How likely is it that the solution will require the procurement of new services or products?
Ensure you are aware of the relevant procurement rules (especially in government engagements), as the required leadtime may be extensive.
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Security testing - application code review
Code that is systemically insecure will require significant remediation work. The best approach is to avoid such
remediation by being security conscious from the beginning: ensure that developers have appropriate awareness, and
support this with appropriate processes (such as peer-review).
One approach is to have the team develop a small section of the application which then gets a code-level review by an
appropriate security consultant. The learning from this can then be applied going forward.
Security Testing - Pen testing environments
The necessity and scope of this will depend on many factors.
Security consultants and firms are typically in a high-demand, meaning that it may take longer to engage them than
anticipated. There is also the possibility that they will expose unexpected issues that require fixing before the project can
proceed as planned.
Cloud-based solutions and platforms will conduct their own internal security testing - the results of which are usually
made available to customers. The vendors of cloud-based platforms will want to both provide ample assurance to
customers and avoid customers running pen-tests on their critical shared infrastructure - which might interfere with
other customers.
Solution Support
How will the solution be supported?
Does the organisation have existing support staff, processes and tools in place? If yes, what state are they in, how mature
are they? Establish working relationships with support teams.
Start considering solution support as early as possible.
Staffing: People / Skills
Finding the right people takes time, especially if you need specialist skills. If you think the project is missing specific skills,
or there is a general short-fall in capacity, you need to flag those concerns early.
Usability / UX
How relevant is UX to the solution? Are appropriate resources in-place to meet the project's needs?
If the right UX skills are not readily available, it may take time to procure them. In addition, new UX related tasks will
likely emerge once the right skills are brought into the team - workshops, usability testing, and so on.
The UX may touch on brand and style guidelines, this may incur additional work and approval to ensure everything is
appropriately aligned and approved.
Integrating the new design may increase development estimates, depending on the nature of the design and whether or
not there are development estimates that pre-date the design work.
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First Outputs
Aim to provide some tangible value as soon as possible, even if it's only one or two key diagrams.
Key Talking-Points Slide Deck
Mainly diagrams, with limited text, providing some structured talking points regarding anything that is architecturally
significant. Something which other people on the project can use to socialise with stakeholders outside the project.
One-Page Solution Context Diagram / Marketecture Diagram

Solution Summary
Diagram and short supporting document / notes.

Architecting the Solution
As appropriate:
1. Investigating, analysing, thinking and problem solving.
2. Collaborating, communicating with stakeholders.
3. Documenting the architecture.
4. Documenting architectural decisions.
Architecture Development
Any approach or formal methodology can be used here to develop and document the architecture; in this case a generic
non-methodology specific "Views & Perspectives" approach is used.
Identify Key Scenarios
Identify the key scenarios that are relevant to the solution; use them to test the architecture.
Identify things that are Architecturally Significant
Items such as:
 Dealing with something that is particularly complex or impactful.
 The project doing something for the first time, on behalf of the organization (i.e. implementing new technology).
Be aware that the more significant the item, the greater governance scrutiny it may attract, which often translates into
more work for the architect and greater possibility for project delays.
Incremental Governance Approvals
If the governance model allows for incremental approvals, align these with the projects/products delivery priorities and
action them accordingly.
Options Analysis
Needs based. Can be big and formal or small and informal.
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Prepare for Major Governance Approval, e.g. SAD
If a major governance approval is required, such as for the first release, ensure you make appropriate preparations for
this sufficiently in advance.

Significant Solution Governance & Approval
Make sure you are aware, well in advance, of all relevant governance and approval processes, especially where they are
concerned with the architecture.
SAD: Socialising Initial Version / Major Versions
Usually with peers or key stakeholders. Usually the whole artefact as a precursor to wider distribution for feedback.
Handling Feedback
Incorporating, responding to, documenting.
SAD Review

SAD - Seeking Sign-Off

Post Approval / Continuing or Ending Your Engagement
Depending on the engagement, once the architecture is formally approved your involvement may start to lessen or end
completely; you might be involved in the completion of the project (perhaps on a part-time basis), or continue working
on subsequent phases if the project is large.
Alternatives include being taken off the engagement - which can happen at any time, or continuing with the project /
product team long-term.

Handover - Premature Roll-Off
Things don't always go to plan: the project may end prematurely, you might be taken off the project for some reason, or
you might decide to move on.
In any case you'll need to take whatever steps are necessary to transition off as smoothly and professionally as possible.
Completion and Roll-Off
Unless working as part of a standing product team, or proceeding to a further delivery phase, aim to have a clean exit off
the project; ensure the knowledge you have developed is useful and accessible; ensure you plan and complete
appropriate handover, if applicable. Aim to make yourself redundant by empowering others with knowledge so that they
can keep the solution healthy.
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On-Going Involvement
I.e. as part of a standing product team. Could be on a permanent or part-time basis, could be a dedicated role or part of
another role.

Business As Usual Architecture
Every day things you might be asked to do.
Contribute to Domain Architecture
Contribute to Practice Development
Mentoring & Coaching

Sporadic Engagement
Once the initial drive to an approved and/or adopted solution architecture is complete,...
Is this better as a potential mistake?

Diagram – Element Legend
Context
These items are aspects of context that you need to be mindful of or actively question. Some contextual items might be
evaluated and dealt with once, others may require more active and constant attention.
Typically Done Once
You should typically expect to do these items during an engagement, ideally only once but with the possibility of
revisiting them if circumstances require it.
Limited Iterations
You should expect to iterate these items several times during an engagement, i.e. two or three times, but ideally no
more than that.
Iterated
These items are typically iterated numerous times. The term iteration reflects the on-going empirical process of
discovery that usually accompanies the thinking behind, and development of, solution architectures. Conversely,
iterations in this sense does not imply the need for fixed length or overtly managed iterations in the sense often
associated with a methodology such as SCRUM.
Ad-hoc / As needed
These items don't always need to occur, if they are needed they might be one-time tasks or occur more than once.
Because they are often emergent needs, or driven by the needs of the engagement, they can be hard to plan in advance.
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