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Summary

D1. JISC invites proposals for Enterprise Architecture projects to undertake work in the following area.

	Theme/ context 
	Description 
	Funds

	Exploring Enterprise Architectures for Higher Education
	Projects to investigate an enterprise architecture approach to service oriented development at institutional level through the application and evaluation of The Open Group Architecture Framework (TOGAF).
	Total funds: £500,000

c. 10 projects, up to £50,000 available per project

12 month duration


D2. All projects should start in January 2008 and finish by January 2009.

Background

D3. The JISC e-Framework Programme
 has been supporting the exploration of services and service oriented approaches and their usage, together with associated specifications and standards. It has not however been seeking to create a Service Oriented Architecture, seeing that as the prerogative of each individual institution. However, the creation of an institutional architecture, which is needed in order to realise the full benefits of a service oriented approach, is a non-trivial task. Therefore JISC intends to run a programme to support institutions in undertaking this process using an existing methodology and support community.
D4. The Enterprise Architecture Group Pilot Initiative seeks to:
· provide support for existing early adopters of Enterprise and Service Oriented Architectures;
· support exchange between them;
· support exchange between them and experienced Enterprise Architects;
· evaluate the costs and benefits;
· synthesise the learning and providing recommendations; 
· make the findings and resources created during the programme available to the wider community.
D5. This initiative is being funded as part of the e-Learning Capital Programme building on the e-Framework aspects of the programme. It is recognised that enterprise architecture has a wider applicability than e-Learning and therefore this initiative aims to address institutional architecture rather than just that of e-Learning.

Outcomes and Benefits

D6. The outcomes of this tranche of projects are expected to be:

· Improved understanding at practitioner and senior management level of the potential of a well-architected institutional ICT infrastructure to enhance the full range of institutional activities, including learning and teaching, and the strategic implications of this;
· The continuing development of a technical infrastructure which supports a service oriented approach, evolved through community engagement and collaboration, and which maximizes cost effectiveness and flexibility;
· Enhanced knowledge of, and experience in, the current use and potential of the Enterprise Architecture approach to inform future funding decisions for the JISC and its Sub-Committees. 

D7. In addition, they will enable JISC, on behalf of the wider community, to:

· Investigate the applicability of Enterprise Architectures and service oriented approaches to Higher Education through application and evaluation of the TOGAF process and the overall approach supported by the Open Group.
Explore the extent to which the HE community can benefit from exposure to experience and best practices from the Open Group community of enterprise architecture expertise;
· Test the proposition that Enterprise Architecture and service oriented approaches will provide a more flexible ICT infrastructure that is better able to adapt to meet the challenges and changing needs of Higher Education;
· Provide guidance to the sector on the use of Enterprise Architectures; 

· Gain knowledge to inform future developments.
D8. The benefits of this tranche of projects are expected to be:

· Architected / service-based infrastructures that, once in place, support flexibility, diversity and extendibility, with the potential to reduce future costs;
· An estimate of the typical costs of putting in place such an infrastructure, as the basis for an initial cost/benefit assessment;
· Effective and responsive systems and structures in place at institutional level;
· Guidance and support will be available to help institutions make informed decisions on the strategic use of ICT systems to support the delivery of learning and research, through:

· A better understanding of Enterprise Architectures and applicability in HEIs;
· Building high level capacity, knowledge and skills in the use of Enterprise Architectures through interaction with The Open Group, their members and the application of their framework;
· An early adopter community of Enterprise Architecture for HEIs to lead to further development and wider adoption in the community;
· Evidence provided and in depth lessons learned on the implementation of Enterprise Architectures and TOGAF through case studies;
· Producing advice and guidance on developing Enterprise and/or Service Architectures;
· Contributing architecture model, domain maps and models, good practice and process models, service based composite applications, SUMs and Services, together with supporting scenarios to the e-Framework.

Context
D9. The JISC e-Framework Programme has been supporting the exploration of services and service oriented approaches and their usage, together with associated specifications and standards. To gain the full benefits of the service oriented approach being explored and developed in the e-Framework, an institution needs to take a coherent view of its ICT provision aligned to its core functions and operations and develop a service-based architecture. When this aligns top to bottom organisational, process, information, service-based software and hardware architectures, this is referred to as an Enterprise Architecture. 

D10. This initiative seeks to pilot and evaluate the benefits of an Enterprise Architecture with a select group of institutions that are ready to apply it over the course of a year.  The initiative intends to use the existing methodology and expert community provided by the Open Group.
D11. The Open Group (http://www.opengroup.org/ ) is a global, not-for-profit, IT industry organisation of suppliers, buyers, government and academic organisations, with UK origins and headquarters, which supports the Enterprise Architecture approach through its Architecture Forum, The Open Group Architecture Framework, TOGAF (http://www.opengroup.org/togaf/ ) and the Architecture Development Method (ADM). Background information regarding the Open Group and TOGAF are available as Annex B.
D12. The Open Group provides Forum members with, online resources, quarterly conferences and other events. Members work collaboratively through the Forum to further develop TOGAF and best practices in enterprise architecture. Some members provide various forms of support for businesses engaging in Enterprise Architectures, including training courses targeted at senior managers as well as IT professionals.

D13. JISC intends to support a new Work Group attached to the Architecture Forum focused on University Architectures, providing a better channel of communication between this group and its existing members, both commercial and academic and enabling their resources to be added to those created in the pilot programme.  The Open Group Architecture Forum currently also has a Service Oriented Architecture Work Group with a relevant agenda.

D14. If successful, it is envisaged that the University Architecture WG would provide continuing support for a core Enterprise Architecture early adopter group to lead to further development and wider adoption in the community.
D15. There are other educational organisations exploring the applicability of Enterprise Architectures, for example SURF.

D16. SURF
, the equivalent of JISC in The Netherlands and with which JISC has established a working collaborative relationship, has an already established universities Enterprise Architecture Programme and they have agreed on the common use of Archimate
, language and supporting tools for developing Enterprise Architectures. SURF is also a partner in the International e-Framework Initiative.  The programme intends to work with SURF and other similar initiatives to encourage exchange of experience.
Terms of Reference

D17. This call seeks to pilot and evaluate the benefits of an Enterprise Architecture with a group of institutions that are ready to apply it over the course of a year long programme, engaging in an evaluation to make recommendations based on the findings. Total funds of £500,000 are available for around 10 projects. Up to £50,000 is available per project with a 12 month duration.

D18. Projects should explore the applicability of Enterprise Architectures, service oriented approaches and TOGAF within the HE environment evaluating to determine appropriateness for the sector. Projects are expected to identify and evaluate appropriate tools to support the Architecture work.  
D19. A case study is expected covering set up, design, implementation processes governance and architecture models.  It is further expected that the case studies will provide the basis for contributing to the e-Framework’s domain maps and models, good practice and process models, service based composite applications, SUMs and Services, together with supporting scenarios in each area.

Institutional Readiness / Commitment
D20. This call is aimed at Institutions already engaged in Enterprise Architecture / Service Oriented Architecture initiatives or those about to engage such initiatives.
These may range from a ‘whole institution’ top-down approach to a ‘systems-integration-using-services’ bottom-up approach. However, those following the first approach should be prepared to consider the use of services in the implementation of their architecture, and those following the second should be prepared to develop higher level architectures to guide their integration architecture effort. This institutional wide architecture initiative must have started before the end of Jan 2008 with commitment to run during and beyond this programme.
D21. Detailed requirements and evidence are outlined in the Evaluation Criteria and Structure of Proposals section 
Need for Senior Staff Participation
D22. It is required that one or more senior institutional staff participate in projects.

These may be either:
A senior IT Manager with a leading responsibility in the existing or planned Institutional Architecture Initiative and be conversant with the institution’s management and operational needs
Or
A Senior Institutional Manager having a leading responsibility in the existing or planned Institutional Architecture Initiative and being familiar with the specification of IT systems and requirements
D23. The expected skills and experience of such required staff members are outlined in the evaluation criteria and the evidence required is highlighted in the Structure of Proposals section.
Commitment of Senior Staff Member
D24. The senior staff identified above must commit to participate fully in all aspects of the Open Group element to this call as set out below. They must attend the TOGAF events and facilitate the implementation of TOGAF approaches within their Institutional Architectures Initiative. These activities are intended to work with the internal institutional architecture initiative and to enhance their capacities to carry it out effectively. This participation should allow the evaluation and further work required as part of this call. We expect a minimum of 0.25 FTE commitment from the senior staff member. Specific Open Group learning activities to be undertaken will include:
· Participation in one TOGAF training course (4 days);
· Participation in TOGAF follow up workshops (4 days);
· Participation in two Open Group Conferences (10 days);
· Participation in two joint SURF Architecture Meetings (4 days);
· Participation in the Architecture Forum (3 days elapsed time).

D25. Projects will be expected to implement aspects of TOGAF through their Institutional Architecture Programme. In addition it is expected that JISC programme level activities will require:
· Attendance at Programme Level Meetings (2 days);
· Engagement with Programme level evaluation (1 days);
· Engagement with JISC to create the case studies (2 days);
· Engagement with JISC to create dissemination products (1 days).


D26. The remaining approximate half of the Senior Staff members’ time will be devoted to applying what they have learned to their institutional architecture initiative.
Commitment of other Staff Members

D27. The remainder of the funding is designed to enable less senior staff member/s to support the institutional architecture initiative, engage with JISC and work on the following types of activity (approx 0.3-0.4 FTE) under the supervision of the senior member of staff:

· Contribution to the implementation of TOGAF; 

· Contribution to documenting the outcomes of the process which will feed into the case study deliverable;
· Contribution to Programme level evaluation and recommendations;
· Contribution to programme level communication and dissemination activities.
Support from JISC

D28. JISC will provide:
· Additional funding for participating institutions to take out Open Group Silver Membership for one year (additional 10,000 euros);
· Additional funding for the attendance for one person at two Open Group Conferences;
· A training course on TOGAF methodology;
· Workshops in Enterprise Architecture and process modelling methods and tools;
· Software licences for Enterprise Architecture tools;
· Access to a senior Open Group representative for support and mentoring;
· Access to a working group of HE peers participating in the TOGAF initiative (the new HE specialist Working Group);
· Support in the development of case studies;
· An evaluator who will work with the institutions and synthesise their findings and recommendations into a final evaluation report.
Deliverables

D29. The deliverables of these projects are expected to be:

· Quarterly reports on institutional progress, building into a longitudinal case study;
· All the outputs produced in the project while implementing the methodology as outlined in D17, D18, D19.
Evaluation Criteria
D30. Proposals will be evaluated according to criteria in the table below.  
	Evaluation Criteria
	Questions Evaluators will be Considering

	Institutional Readiness (40%)
Projects must provide evidence of the current commitment and planned activities at institutional level of relevance to Architecture work


	· Is evidence of institutional level strategies / planning documents provided?

· Are there examples of service implementations (minimum: take a service oriented approach in existing implementation projects with a view to scaling up?

· Is there evidence that a stakeholder analysis has been carried out for the project and its longer term impact?

· Is there evidence that key stakeholders within the organisations involved have the willingness and ability to enable the project and potentially act on its findings?



	Evidence of Senior Staff (40%) 
It is required that one or more senior institutional staff participate in projects (as a minimum of 0.25 FTE). Projects will be evaluated on the suitability of these staff members.


	To what extent does the senior staff member proposed to work on this project demonstrate the following:

· An up-to-date and relevant knowledge of the higher education sector?

· An awareness of the significant trends in the IT domain, including the economic, political, legal, and regulatory context?

· An awareness of one or more other industry sectors and relevant experience in IT architecture development and implementation?

· An understanding of the stakeholders' business needs and how they relate to their business and mission?

· The ability to an ability to produce architectures with occasional assistance from more experienced IT Architects?

· The individual used modelling techniques such as use case, scenario modelling, prototyping, benchmarking, and performance?

· The use and application various techniques, such as data collection, data analysis, hypothesis, and solution formulation, to produce a supportable answer to the question?

· How experienced is the individual in working with more than one hardware and software platform?

	Institutional Commitment (10%)

Demonstrate that there is a willingness on the part of the institution to commit the resources and personnel required to produce an enterprise architecture
	Does the proposal demonstrate

· It has the appropriate mechanisms and structures in place to deliver the project

· An adequate level of resources of personnel are committed to delivering the project

· Supporting letters from the appropriate senior representative of the  institution

· Is there evidence of institutional commitment to put in place appropriate decision making vehicles necessary to undertake work through the TOGAF methodology and define an enterprise architecture at institutional level?

· Statement of project staff roles and responsibilities in the current and/or future institutional architecture/SOA programme 

	Risk Assessment (10%)
	 Does the bid include a well-thought-through initial assessment of risks, which considers the project’s failure to deliver, and predictable consequences that are not necessarily positive?


Structure of Proposals

D31. The content of the proposal should reflect the evaluation criteria as set out above. To assist in the assessment of all proposals against a common baseline, proposals should be structured as follows:

a. Cover Sheet – all proposals must include a completed cover sheet. The completed cover sheet will not count towards the page limit.
b. FOI Tick List – all proposals must include a FOI Withheld Information Form, indicating which sections of the bid you would like JISC to consider withholding in response to a freedom of information request or if your bid is successful and your project proposal is made available on JISC’s website. This can be found in Appendix B of this document. The FOI form will not count towards the page limit.

c. Supporting Letter(s) – a copy of the letter of support from a senior representative of the institution asserting that the evidence of the institutional current position regarding Enterprise Architecture / service oriented architecture is true, that the programme will continue for the next year. The supporting letter will not count towards the page limit and should NOT be sent under separate cover. The address to include on letters should be JISC, Northavon House, Coldharbour Lane, Bristol, BS16 1QD. It is not necessary to address the letter to a particular contact within the JISC Executive.
d. Institutional Readiness - Proposals are required to describe the institution’s current engagement with enterprise architecture / service oriented approach making reference to any current strategies or supporting documentation and committed budget.
e. Evidence of Senior Staff – Proposals should provide a brief overview of the senior member of staff who will be engaged in this project and undertaking the activities outlined in section. This should illustrate how this person meets the skills requirements defined in the evaluation criteria and a full detailed CV elaborating this should be appended to the proposal i.e. outside the ten page limit.
f. Institutional Commitment – The proposal should outline how the institution will be implementing the architecture initiative during the year of the project and beyond. This should include the structures and processes that would be put in place as well as detailing any personnel working on the initiative and the %FTE.
g. Risk Assessment - Produce an assessment of the risks in delivering the institutional enterprise initiative.
h. Budget – a summary of the proposed budget, which in broad outline identifies how funds will be spent over the life of the project. The budget should be broken down across financial years (April–March) or parts thereof and should clarify and itemise all  staff costs. All costs must be justified. Any travel and subsistence, dissemination, evaluation etc. costs will be covered outside of the project’s budget (see paragraph D28). Transparent Approach to Costing (TRAC) methodology must be used to calculate costs of the staff who will work on the project. An Example Budget and guidance on the budgetary terms used can be found in Appendix C of the main circular. Bidders should provide a summary of the qualitative, and any quantitative, benefits the lead institution and any project partners as a whole expect to receive from the project in order to inform the funding to be requested from JISC and the costs being borne by the host institution. Institutional contributions should be determined by taking into account the benefits to the lead institution.

D32. Proposals should not exceed ten single-sides of A4 pages and should be typeset in Arial or a similar font at 10-point size. All key information as outlined in the structure of proposals section MUST be included within the ten-page limit unless otherwise indicated (see a., b., and c. above). The evaluators will discount any information in the main body of the proposal that exceeds the ten-page limit. 

D33. Proposals MUST: 

· Include a completed cover sheet (see relevant appendix);

· Include a completed FOI Withheld Information Form (see Appendix A in the main circular);

· Be accompanied by a letter of support from an authorised senior manager at the lead institution.

Eligibility

D34. The eligibility criteria for the projects in this appendix are as those set out in the overarching circular. 

Submission of Proposals

D35. Information on the bidding process and submission of proposals is set out in the main text of the circular. Bids in response to this call for projects on Enterprise Architectures and service oriented approaches should be sent to enterprise-bids@jisc.ac.uk, with the name of the lead institution in the subject line. If more than one bid is submitted by an institution, these must be submitted in separate messages.

Further Information

D36. All general enquiries regarding this appendix should be sent to Myles Danson (tel: 07796336319[image: image1]email: m.danson@jisc.ac.uk).

D37. Any enquiries regarding the proposal submission process should be sent to Elizabeth Lathwood (tel: 0117 931 7277: email: e.lathwood@jisc.ac.uk).

JISC Executive

July 2007

Annex A - Proposal Cover Sheet: Enterprise Architecture Group Pilot
	Cover Sheet for Proposals

(All sections must be completed)
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 Capital Programme

	Name of Capital Initiative:  
	Enterprise Architecture Group Pilot Call

	
	

	Name of Lead Institution:
	

	Name of Proposed Project:
	

	Name(s) of Project Partner(s):
	

	Full Contact Details for Primary Contact:

Name:

Position:

Email:

Address:

Tel:

Fax:

	Length of Project:
	

	Project Start Date:
	
	Project End Date:
	

	
	

	Total Funding Requested from JISC:
	

	Funding Broken Down over Financial Years (Apr–Mar):

	Apr07 – Mar08
	Apr08 – Mar09

	
	

	
	

	Total Institutional Contributions:
	

	Outline Project Description



	I have looked at the example FOI form at Appendix A and included an FOI form in the attached bid (Tick Box)
	         YES
	            NO

	I have read the Circular and associated Terms and Conditions of Grant at Appendix B (Tick Box)
	         YES
	            NO


Annex B – The Open Group, Architecture and Membership
The Open Group

The Open Group is a global, vendor and technology neutral IT industry consortium, whose vision of Boundaryless Information Flow™ will enable access to integrated information within and between enterprises based on open standards and global interoperability.  The Open Group has over 300 member organisations and around 6000 individual participants from IT customers, suppliers, academia and public authorities.
With origins and headquarters in Europe (around 25% of members are located in Europe) The Open Group works through semi-autonomous forums that work to the overall vision,  confront major barriers to enterprise integration, and enable their members to guide development and adoption of industry directives and standards. Covering a range of technical, business, legal and regulatory issues, each forum addresses a specific functional area, and provides a neutral platform to meet others with similar issues and work together on best practices. Each forum is lead by a Forum Director, a specialist with thorough knowledge of their subject, and good access to the vendor and customer communities.
The Open Group current work programmes cover Enterprise Architecture, Enterprise Management, Grid Enterprise Services, Identity Management, Platform Infrastructure, Real time and Embedded Systems and Security.
http://www.opengroup.org 

The Open Group Architecture Forum

The main purpose of the Architecture Forum is to provide its members with influence and allow them to participate in the evolution of Enterprise Architecture, its support tools, philosophies and practices. In doing so it brings together consortia, corporate and private enterprise, governments and academia - creating opportunities to build a strong network of contacts, knowledge and experience.
The Architecture Forum has developed and is evolving a comprehensive enterprise architecture framework – The Open Group Architecture Framework know as TOGAF™.  TOGAF enables businesses to achieve the right balance between IT efficiency and business innovation, while also taking into consideration the constantly changing needs of the business environment. A certification program for practitioners and service providers supports the framework. The forum brings together customers, vendors, consultants, governments and academia to work on TOGAF and other Enterprise Architecture priorities of the moment.
The Forum has approaching 150 members, over one-third of who are in Europe and there are currently 17 members from academia.  Besides evolving TOGAF, Forum members have also produced a Standards Information Base, a Business Executive's Guide to IT Architecture and many other publications.  Forum members have also led development of The Open Group IT Architect Certification (ITAC) program, which is also supported by the recently launched Association of Open Group Enterprise Architects

http://www.opengroup.org/architecture/ 

TOGAF – The Open Group Architecture Framework

TOGAF™, The Open Group Architecture Framework, is an industry standard architecture framework that may be used freely by any organization wishing to develop information systems architecture for use within the organization.  TOGAF has been developed and continuously evolved since the mid-90’s by representatives of some of the world’s leading IT customer and vendor organizations, working in The Open Group's Architecture Forum. 

TOGAF Version 8 Enterprise Edition ("TOGAF 8" for short) is a detailed method and set of supporting resources for developing Enterprise Architecture. Developed and endorsed by the membership of the Architecture Forum, TOGAF 8 represents an industry consensus framework and method for Enterprise Architecture that is available for use internally by any organization around the world - members and non-members of The Open Group alike - subject to license conditions.
As a comprehensive, open method for Enterprise Architecture, TOGAF 8 complements, and can be used in conjunction with, other frameworks that are more focused on specific aspects of architecture or for vertical sectors such as Government, Defence, and Finance.

Architecture Forum Membership and the Architect Practitioner Conferences

Forum members directly influence the direction of work, and deliverables, and have access to detailed documentation on new and emerging technologies before they are delivered to the market. This provides a distinct and valuable time advantage.  

Members work through Forum sessions at the quarterly Architecture Practitioners Conference and electronically in between times.  Members may also apply to establish a Work Group (SIG) provided there are a minimum of six members willing to participate and they are able to find a chairperson from within their number.

Held four times a year, twice in Europe and twice in North America, the Architecture Practitioners Conference series provides valuable insight into best practices, standards, tools and technologies for enterprise architecture; and serves as a venue for practicing enterprise architects to come together and share their experiences. It also provides an opportunity to meet the members of The Open Group who are addressing other critical areas in information technology to support business development.

There are valuable benefits from attending these events: 

· Working face to face with peers to collate, understand and address current and emerging requirements, establish policies, and share best practices, plus working with suppliers, other consortia and standards bodies to develop consensus and facilitate interoperability, to evolve and integrate specifications and open source technologies.

· Delivering presentations and soliciting interest in new themes

· Networking and sharing knowledge, experience and challenges with other senior IT professionals from both vendors and customer organizations. 

Other membership entitlements are:

· Information via access to the "member only" sections of The Open Group's web site. These sections provide access to all specifications, best practice guides, and other publications from The Open Group, together with an extensive library of relevant working papers and documents. The Open Group also maintains a searchable Standards Information Base (SIB) comprising more than 300 different standards that can be researched and accessed as needed. Over half of the publications are available for instant download from The Open Group website and are free to members.

· Be a member of The Open Group Customer Council.

· Be eligible for election to the Governing Board as the Customer Forum representative.

© The Open Group 2007 
� for further information and materials, see � HYPERLINK "http://www.jisc.ac.uk/whatwedo/programmes/programme_eframework" ��http://www.jisc.ac.uk/whatwedo/programmes/programme_eframework� and � HYPERLINK "http://www.eframework.org" ��http://www.eframework.org� 
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