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Introduction

Microsoft partners, for exampldrightWork, EM@onsultingand Habanergssuccessfully architect, deliver and deploy
Microsoft Office SharePoint Server 200 indows SheePoint Services Versi@referred to as SharePoint hereafter)
solutions to customers in all business sectors. This is one in a series of three white papers where these companies she
the experience they have gained through successive projects to balpyapproach the architecture &harePoint

solutions in a structured way.

SharePoint provides a single, integrasatemwhere employees can efficiently collaborate with team members, find
organizational resources, search for experts and corporaterimdtion, manage content and workfloand leverage
business insight to make bettémformed decisionsSharePoint is above all a collaborative platform that can easily be
extended to build business solutions. BrightWork, a Gold Certified Microsoft pavtoeks with customers to architect

work and project management solutions on SharePoint. This white paper reflects our experiences.

SharePoint is capable of handling many different business workloads. A classic example is of course a web site built ol
ShaePoint. While this is great use of SharePoint, consider that an organization typically only has one web site, albeit
with many users of course. Consider that today the business workload of project and program management, where
organizations have hundredst in some cases thousands, of projects, involving both internal and external parties.
Consider also that many of these projects are run on email, Microsoft Excel and shared network drives. Collaborative

project and program management is a business wakleery suited to SharePoint.

The objectives of this white paper are:

1 To outline a sikphase, generic process that will help you to architect a SharePoint solution from the ground up
for customers seeking to use SharePoint to manage work processes;tpraial program

1 To examine some of the keychitecturerelatedsteps within each phasaf the process in more detail,
identifying what the problem or challenge is and outlining the main actions required to address the challenge

1 To provide you with goodractice guidelines and useful hints and tips that create a framework within which you
can architect effective SharePoint solutions in a structured way

1 To encourage other organization to share their ShareRwithitectureguidelines and experiences

Thiswhite paper does not aim to provide detailed, stbp-step instructions that you will follow exactly to architect and
develop a SharePoint solution. Such detailed information is beyond the scope of a short whiteTreecus here is
to examine in someéetail the steps that are unique to architecting work and project management solutions on

SharePoint.
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Intended Audience

We assume you are a project manager or an architect in a certified Microsoft practice or in an internal IT department. In
either case, gu are responsible for delivering collaborative solutions to customers, either interextemal to your

organization.

Background

Back in 1999, when SharePoint 2001 was on the drawing board, the potential of the new platform was very evident to (
at BrightWork. We realized, however, that, to maximize the potential of SharePoint, development teams would need
some guidance on how to architect a workplace/projectplace on the web using this new SharePoint. We developed this
process ourselves and have usedxtensively and successfully with our customers, in the US, Europe, Canada and
Australia This white paper now presents a summary of our Workplace Architecture Guidance (WAG) process. We coin
the WAG acronym in a feedback session with the MicrosafteéFtoint leadership team in January 2003, while revigwin

future plans for SharePoint.

Related White Papers

It is clear that a collaborative business solution to manage work, processes and projects can be deployed on an intrane
or an extranet and, in somarcumstances, on the internet. Please refer to the two companion white papers in this

series for more informatioln these deployment scenarios.

White paper outline

This paper includes the following:

Whydo we need aNorkplace Architecture @danceproces®

An overview othe sixphase Workplace Architecture Guidance process
Phase 1Workplace Architecture Definition

Phase 2Strategy and Planning

Phase 3infrastructure and Training

Phase 4: Design and Build

Phase 5Rollout

Phase 60Operational 8pport

How long does deployment of a SharePoint solution take?

= =4 A4 -4 -—a A -2 _a _a -»

Conclusion
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Why do we need a workplace architecture guidance process?

Over the last two decades, the rapid developments in technology have changed the way webhubtave not always
improvedthe way we work. Enterprise systems, like SAP and Siebel, provided excellent solutions to stable and
unchanging enterprisavide processes, for example, payroll and general ledger. But there are a lot of fluid, dynamic
activities in a workplace that cannbe managed by enterprise systemby the time you work out the process, the

process itself has changed or your teams have matured their process capabilities beyond the initial process solution. S
while enterprise systems play an important role in manggorporate workloads, over time, the realization grew that

enterprise systems do not provide the solution to raging all workplace activities.

The focus then switched to Knowledge Management, with the assumption that building knowledge portals wailéd en
the sharing of information from the bottom up across an organization. Anecdotal evidence suggests that only single dig
percentages of people add information voluntarily to these portals, as commitments to other components of their busy
working livegake precedence. In addition, information overload has become a critical factor in managing workloads
and since one of the key challenges is to make it easy for employees to find exactly the information they need rather
than providing them with all inflanation that exists in a given domain, the incentive is not always there for the

employee to add even more information!

More recently, we now have added many more different communication mechanisms and devices to get information to
us much more quickly thmbefore. We work in more placemot just the office, but at home, in coffee shops, in airport
lounges. Technology has enabled work scenarios that we would never have thought possible but it has left us busier: v
tend to work more rather than less. Wolike is faster and different, but not necessarily easier. There is a growing
realization that throwing additional advanced technology to help manage workplace activities is not the full solution. A

busy, overworked person with a new technology can becameven busier and more overworked person!

In spite of all of these advances, Microsoft Office, first introduced in 1989, is by far the most conuseaiywork and
process management tool in use today. Processes are defined in email, projects are maidigedsoft Excel, project
proposals are produced in Microsoft PowerPoint and Microsoft Word, and work items are stored in Microsoft Word.
However, Microsoft Office is not an information management tool and data stored in documents or emad! eary

difficult to report on.

In summary, the togdown approach to managing work processes, built around enterprise systems, does work in some
cases, but only for a small number of ttgvel processes. With the bottomp approach to knowledge management,
many porals lie empty and unused. Microsoft Office is what people use to manage, define, implement and execute

processes and projectsbut data is locked and often lost in Microsoft Office. So there is & ¢fagre is a lot of good
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work going on in different plzes in organizations but the various components need to somehow be linked and glued

together. Enter SharePoint!

SharePoint excels in enabling the building of quick solutions to manage simple processes. SharePointeswbtons
workplaces that connect mple to people and people to informatiolvou can buil@d solution that allows youtustomer

to find, use and share data when and where they neeld is. essential however that you do not build many quick
SharePoint solutions that do not talk to each ethif you want an architected workplace. You must build SharePoint
solutions in an architected way, so that information is not locked and lost in your new workplace. But to do that we nee
to understandthe way we work, the processes we are trying to mange need to define each of the processes we use
and to examine the interactions between processes. We can then build a SharePoint solution that incorporates and

works with Microsoft Office to bridge the gaps.

) WORK Pages of 29



The Workplace Architecture Guidance Proces$rbduced

The Workplace Architecture Guidance (WAG) process defines six phases that you can follow to architect a new
G2NJ LX I OSd , 2dzNJ FAY A& G2 ARSyi(GATe G(KS {1Seé& LINRpOSaaSa
interact. It is impotant to remember that processes, by their very nature, are constantly evolving. The challenge then is

to architect a SharePoint solution that is flexible enough to be used and evolvededfyeim changing environments.

Figure 1 shows the six phases ie tWAG process. Each phase is made up of one or more steps. The six phases are

described in the following pages, with samples to help explain sufrtiee key steps in each phase.

Figure 1: The WAG Process

1. Workplace Architecture

Map key collaboration, work and
project management processes
and their interconnections

6. Operational

Support new processes in With your customer, plan how

operation and move to the deliver the architecture in

next iteration when ready iterations that deliver real and
incremental value

3. Infrastructure

Deliver process Cost and source the technical
improvement, driven by infrastructure required;

SharePoint, and respond to provide training in SharePoint tg
customer feedback the customer design team

4. Design and Build

Design the lists, sites and site
hierarchies for the current
iteration;
get customer feedback;
build and review

Overall, developin@harePoint solutions using the WAG process is a more agile and iterative approach than the
traditional, largesystem development processes atiterefore a high degree of trust is required from both parties. With
the iterative approach, you do less very digd project planning and estimation up front, but you engage in a lenger
term relationship with your customer. You deliver the overall solutions in smaller, more manageable chunks, with each

iteration delivering incremental yet real value.

Management otustomer expectations is critical. It is very important that the customer understands the iterative nature

of the delivery process. In Phase 1, the Workplace Architecture phase, you define as much as you know that will be
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requiredq the overall workplace but in the Strategy and Planning phase, you break the workplace into manageable
chunks. The customer must be involved in deciding what is included in each iteration. Therefore, the customer is then
only expecting a subset of the overall workplace in dgeation and knows that you will be back to deliver more. The
iterative nature of the process and the expectation of a loAgem relationship between you and your customer must

be emphasized during thgroject negotiations and setup.
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Phase 1: Workplac@rchitecture Definition

The first phase in the WAG process involves detailed consultation with your customer to identify the key processes in
their organization and to understand the relationships between the processes. You are likely to engage in detailed
workshops with your customer and to study process documentation received from your customer to help you to
understand and map the workplace procesgde develop a detailed picture of how the organization works. We draw

attention to three steps in partidar:
Step 1: Document the key collaboration, work diproject management processes.

Draw a picture of all the relevant processgget everything down on paper.

Sample 1.1:Here is a samplist of key work management processes
Project Management (of gjle projects)

Program Management (of multiple projects)

Process Management (incl. best practices)

Product Management (incl. work products)

Priority Managemat (incl. project selection, change requgsts
People Management (incl. resource mgmt., skills)

Partrer Management (incl. suppliers, vendors)

Price Management (incl. cost, budgets, etc.)

Note that each of the processes in Sample 1.1 hagsocesses. Remember that this list is but a samfiese are
clearly not the key work management processes fargwrganization. You and your customer must analyze the

Odza G2 YSNDRE 2NHIYATFGA2Y (2 ARSYiGATE G(KS Odai2YSNDa 1
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Step2: Identify and map the relationships between the processes.

Remember that most of the key processdsntified in Step 1 do not exist in isolation; rather they have connections to

the other key processes. Sample 1.2 maps the relationships between three key work management processes identifiec
in Sample 1.1 of Step 1.

Sample 1.2: Merelationshipdbetweerthreekey work management processes

3. Createnew programs
with dashboardsetc

5. Notificationsand Reports

N

4. Project
Data

6. Capture
& reuse
best
practices

SharePoint
Templates

Team Members
Project Managers
Program Managers
SeniorManagement

1. Createnew
project workspace

2. Notificationsand Reports
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Step 3: Create a complexity spectrum for each key process.

If we consider a spectra for work and project management processes, we know that work and projects need, deserve
and get differentlevels of process and structyreven in the sameepartment in an organisation. This happehge to

any number of factorsincluding the time that is available, the complexity and risks, the customer profile, demands and
budget and the intvidual experience level of team membeltsis therefore important that a spectrum can be assigned

to each key process that is appropriate to the nature of the work in hand. Your architecture needs to reflect this reality.

Sample 1.3: Work and project management process spectrum

Work and Project Management Process Spectrum

Unstructured Management Loosely Semi Fully Enterprise
By Exception Structured Structured Structured Structured

\ 1

-

Level of Process

Samplel.3showsa samplecomplexity spectrum that can be appliedwmrk andproject management processes
generally For example, some projects can be managed by exception. Because of the nature and often simplicity of sor
projects, there is no time or need to document and approve every activity in the project. Therefore, the project managel

only raises issues and seeks outside intervention when problems arise. But other more complex projects require and

deserve much moretsictured management processes.

Having developed a complexity spectrum that can be applied to key work and project management processes generall
it is then necessary to apply that spectrum (or a suitable variation) to each of the key individual proSasgesl.4

gives an example of how thepectrumfor work and project management processes beused to define the range of
appropriate processes for managemeagrossprojects.ln summary, then, for Step 3, you should produce a complexity

spectrum foreach key process identified in step 1 of this first phase.
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Sample 1.4Project management spectrum

Work and Project Management Process Spectrum

Unstructured Managemenl Loosely Semi FUIV
By Exception Structured Structured Structured

Level of Process

It is important to note that the Workplace Architecture Definition phase is not atwne effort. The output of the

phase will be reviewed and most prally revised as one iteration is delivered and another iteration is about to start.

Table 1: Phase 1 Workplace Architecture Definition Summary

Major activities Delivery vehicles Key milestone

Architecture Agreed or Revised

Plan the architecture phase Initial meeting with | Initial team is assembled
customer to set

expectations

Conduct workshop(s) to identify key processes Key work processes are identified (or
and identify known relationships updated)
Architecture
workshops
Agree or modify a complexity spectrum for eac Known process relationships are document
process

Review sessions

A complexity spectrum is agreed that can b

Document (update) the workplace architecture used on (or modified for) all key processes
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Phase 2: Strategy anBlanning

Having completed Phase 1, typically it is very clear that that it is not realistic (or wise) to develop a solution atickly th
will deliver all processes simultaneously. The answer is to engage in an iterative development process, breaking the
overall solution into individual chunks, to be delivered separately, each of which delivers real amdantakvalue to

your customer.

During Phase 2, Strategy and Planning, you work with your customer to address the question: How can you deliver the
archtecture you want iteration by iteration? You do this by breaking the work down into manageable deliverables and
then you agree with your customer how you sequence the development of the solutions. You identify the order in whict
the deliverables will be eopleted and thus engage in an iterative process of solution delivery. It is essential that each

deliverable delivers real and irmnental value to your customer.
Here are some of thkeysteps you are likely to take Phase 2
Step 1:Select a few critially-interconnected processes to work with.

Identify a subset of the key processes that are critical to yostomer, where delivering a solution for one or more of

the processes will have a real, measurable and visible impact on your customer.

In Sample 2.1, we identify three connected key processes that you might start with. As part of the first process, H
Initiation, you must define the ways in which a project can be initiated. If you start each project with the right ama
processthen you can manage each project to success. Thereafter you can manage multiple projects across a bu

program.

Sample 2.1 A selection of interconnected processes

Project initiation:

Start each project with the
right amount of process

Project management:

Manage each project to
success

Program management:
Manage across many

projects

ae
=
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Step 2: Defingyoalsfor each iteration

Work outwhereto start. Working withyour customer, decide how many iterations you will deliver and what will be
delivered during each iteration. Referring back to the complexity spectrum from Phase 1, agree what parts of the
complexity spectrum for which key processes are being addressstimiteration and agree the scope of the
deliverable, for example, how many departments or business functions will be included. Set goals for 1, 3, 6 and 18

months. Sample 2.2 shows a simple example of such a decision.

Sample 2. 2: A scttagMannga gfeomme ntthoe khAePyr opjreo c e s s
Project management Managemenby | Loosely Semistructured Fully structured
process level Exception structured
Internal project mapping Sales projects Marketing IT enhancement IT developmenprojects
projects projects
Iterationplanred 2 1 2 3
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Table 2: Phase 2 Strategy and Planning Summary

Major activities Key milestone Strategy and PlanAgreed
Plan the strategy phase Project team is assembled
Conduct strategy and planning Vision andscope of the project is agreedg. the number and scope of key

workshops with your customer (custom processes to tackle

input is critical)

Record strategy and agreed plan _
Resources are committed

Project stakeholders are on board

Number of iterationséturns of the wheélagreed

Detailed plan for the first iteration/turn is agreed

Risks are identified

Infrastructure approach is defined

Approach and plan is approved
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Phase 3: Infrastructure and Training

Phase 3 is a critical pke in the overall procegsdentifying, costing and sourcing the technical infrastructure required
by your customer. However, since this white paper is focused on architecture and you are likely to be very familiar with
planning the technical infrastruate, in this white paper we do not include detail on the technical activtes

complete during this phase.
We do, however, draw yoiattention to three key points:

1 Your customer can and should play a key role in contributing to the upcoming design peaiess, which will
take place during Phase 4. But it is difficult for your customer to contribute unless they have some
understanding of how SharePoint works. It is therefore essential that your customer has some training in how
SharePoint operates sbat they can input to the design, contribute to the validation of the design and
contribute effectively to the user acceptance of the delivery of each iteration. This training should be addressed
during this Phase 3 of the MG process.

1 Itis also importanto note that in February 2008, Microsoft released a powerful tool to help you to complete
infrastructure design and sizing, based on the Microsoft System Center 2007 Toolset (see Appendix A for more
information). Whether or not you are an expert in desigySharePoinsolutions, it is strongly recommended
that you validate your technical architecture against this tool, particularly from a sizing perspective.

9 It can take some time for the infrastructure to be defined and installed. It is very importaanplete Phase 3,
Infrastructure and Training, to a very high standard but it is not necessary to hold up progress on Phase 4 while
waiting for the complete infrastructure to be in place at your customer site(s). You can proceed to Phase 4,
Design and Bul| before the infrastructure is in place. You can proceed to design on papemdicorsoft
PowerPoint initially and to conduct design reviews with your customer. You can then complete the initial

development on your own infrastructure or somehet hostal infrastructure.
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Table 3: Phase 3 Infrastructure and Training Summary

Major activities Key milestone Technical environment ready anddesign review team
trained

Plan the infrastructure phase Infrastructure is set up or enhanced

Size the infrastructure Postinstallation test is successful

Prepare the infrastructure The customer review design team is trained imptioeluct configuration

Install and verify the software required

for this iteration

Train the customer design and build te:
on how to use and configure the softwg

being used in this iteration
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Phase 4: Design and Build

Note thatas you start this phase, the focus is on the design and build for one (the current) iteration only, not for the
entire workplace. It is relative easy to build solutions using SharePoint but it is essential that you build a solution that
improves an existig process or introduces a new process that adds value to your customer. In the Design and Build
phase, it is important to work with customer representatives that have been trained in the base SharePoint platform
Youshoulddesign and build in a systemaset of steps, getting feedback from your customer at each step and

modifying your design and development based on this feedback. This systematic approach will lead to a deliverable at

the end of the iteration that ads real value to your customer in a ofushorter timeframe.
Here follow the main activitieln the Design and Build phase:

1. Design
We recommend using a tool as simple as PowerPoigbmplete your initiatlesign.Thereare seven
recommended steps in the design procémsswork and project maagement solutions:

I.  Map the subprocesses (e.g. Risk, Issue, Task, Deliverable) of the process (e.g. Manage Projects) to
SharePoint lists (and potentially to categories of lists) or to InfoPath forms. Identify any workflows (for
example, the approval of pjects), that are required for the selected subprocesses (see Sample 4.1).

II.  Map different process implementations to different SharePoint site types (see Sample 4.2). For example
map collections of lists, and workflows, views and reports to site templatedifferent types of
projects.

lll.  Map the sites to site collectionierarchiesfor example, sites to manage across projects (see Sample
4.3). Sample 4.4 shows the mapping of SharePoint objects to site typéstitiaus company, Contoso.

IV.  Map any repors that are required to views, to cross list reports or to reports across sites or site
collections.

V.  Cross check: be sure the roles involved in this set of key processes aprbsabses are properly
supported by the design. Fexample, in the case of agject management process, the following are
validinternal or external roles

i. Team Member (Customer Reviewer)
ii. Project Manager (Customer PM)
iii. Projects Office Manager (Customer Sponsor)

VI.  Review the design with the relevant stakeholders.

VII.  Iterate through stepgi) to (vi) until a good design emerges.
2. Build

Buildthe approved design in SharePoint andrihreview it with your customer.
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Iterate through the Build phase a number of times before rolling out your deliverable. For more technical

information on thebuild activities, please refer tieference no 2 in Appendix A.

The following four samples demonstrate how you might approach steps 1, 2 and 3 of the design and build phase on a

given project.

Sample 4.1 Mapping of processes andub-processes t&GharePoint Ists or InfoPath forms

Project Management Process Design Worksheet
Sub-process Sub-process Iteration Iteration
4 P Required Workflow Required
group Planned Planned
Plan ProjectStatement 7 .
/ Charter / Profile ¥
Teams v %
Roles v 2
Goals v 5
Inter-Project
Commitments
Change Requests v =
Control Simple Tasks 25 "
(Actions) &
Phase v 5
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