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Abstract. Service-Oriented Architecture (SOA) is a new approach for organiz-
ing and isolating application functionality, built on a flexible and reusable 
foundation of services. It has the capacity to expand the reach of the enterprise 
by enabling services to define and transform relationships and, in so doing, ex-
pand the scope of what Information Technology can make possible. Above all, 
service orientation focuses on the business imperative and offers opportunities 
to approach business issues in a different way. In short, SOA means the end of 
business as usual. This paper briefly outlines some of the key challenges busi-
nesses need to overcome in order to become Service-Oriented Enterprises. For 
more in depth discussion on the topic, read the book Mashup Corporations: The 
End of Business as Usual. 
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1   Introduction 

Services-Oriented Architecture (SOA) is a new structure and a set of mechanisms for 
organizing and isolating application functionality, built on a flexible and reusable 
foundation of services. But services are not drivers of business change in and of them-
selves. The transformations promised by SOA will never take place unless a new cul-
ture and innovative business models take shape around it. SOA will gradually expand 
the scope of what Information Technology (IT) can make possible, but only if leaders 
possess the imagination to make use of it. 

Unlike most discussions of SOA that focus on its mechanisms—services, model-
ing, patterns, messaging, events—we will explore the shape and value of a service-
enabled business and how you can lead your company through the necessary cultural 
transformation. You will hear quite a bit about mashups because they demonstrate the 
power of utilizing SOA capabilities. But mashups are the thin end of a larger wedge 
of change that SOA will bring about, while SOA represents a new era in computing 
evolution. 

In simplest terms, SOA expands the reach of the enterprise by allowing services to 
define and transform relationships. We will examine the five kinds of relationships 
upon which SOA will make the most impact: 
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• The relationships between a company and customer-focused innovators in-
side and outside the company.  
How can you harness the ideas and energy of outsiders eager to help? 

• The relationships between a company and its customers.  
How can you bring your customers closer to your core business processes? 

• The relationships between a company and its suppliers. 
How can you strengthen the connection between yourself and your suppli-
ers? How can you create a win-win relationship instead of an adversarial 
one? 

• The relationships between the IT department and the larger company.  
How can IT support employee initiatives instead of stifling them? How can 
innovation break new ground while protecting critical data? 

• The relationships amongst the IT professionals within a company.  
How can you best structure your IT resources to reflect the needs and new 
capabilities of SOA? How can SOA help IT balance demands (e.g. security 
and ease-of-use)? 

The culture that meshes best with SOA is one of empowerment and flexibility. For 
SOA to achieve its potential, many assumptions that have ruled business and IT must 
be abandoned. New rules will govern the creation of an SOA business culture, a cul-
ture that is focused on putting as much power as possible in the hands of those closest 
to the customer in order to create and discover new markets and to unlock value that 
had never previously been accessible. 

It’s a culture of change and experimentation, and for IT to keep up, some reorgani-
zation will be necessary. Before that happens, however, forces that are currently driv-
ing deep structural changes within companies must be acknowledged and harnessed. 
A partial list of those challenges follows. 

2   ICT Versus IT 

A new term: Information and Communications Technology (ICT) is rapidly being 
adopted to refer to a larger world of possibilities and techniques that have developed 
since the term Information Technology (IT) was born. Here and there, where we are 
speaking about the future and technology, we use ICT. Primarily, we will stick with 
the term IT in this book referring to the IT Department itself or because for the most 
part we are referring to the commonly held understanding of IT, which is the applica-
tion of technology in an enterprise or large organization. 

3   “Shadow IT” and the IT Generation Gap 

In the history of enterprise computing, up until this moment, IT was mostly a world 
unto itself, whether centralized or decentralized. The willful isolation of IT into a nar-
row focus on recording transactions shaped several generations’ attitudes toward the 
role of IT within the larger context of the organization. For older executives (defined 
for our purposes as 45 years old and older), the traditional mode of dealing with IT 
involved creating requirements and then asking IT to do what needed to be done. 



542 A. Mulholland 

But in the last decade, since the advent of the Internet era, a generational split has 
occurred. Employees under the age of 35 (and including many who are older) entered 
the workplace and took for granted plentiful bandwidth, desktop productivity tools, 
open source software, and a wealth of networks, including social networking, peer-to-
peer technologies, and other beneficiaries of Metcalfe’s Law. The members of this 
generation seized the tools of IT production for themselves as they configured their 
email, cell phones, instant messaging, wikis, and blogs to help them transact business. 
This do-it-yourself capability has become known as Shadow IT. To maximize the im-
pact and breadth of use of services, Shadow IT must be encouraged, supported, and 
officially recognized as a critical component of day-to-day operations. 

For SOA to work, Shadow IT must be acknowledged and supported. 

4   The Architectural Shift Toward Mashups and Composites 

It’s no longer enough to simply be on the Web. The browser window is increasingly 
competitive real estate, and relying on advertising-infused HTML invites uncontrolla-
ble interruptions. Head to a travel web site, for example, and the first thing you’re 
likely to notice are popup ads for the site’s competitors. Such is the dark side of the 
Web’s ongoing shift to ad-supported models. 

But the pioneering efforts of independent developers in tandem with services pro-
vided by companies like Google, Amazon.com, and many others, have enabled the 
assembly of simple composite applications commonly called “mashups” to appear on 
the scene. 

Mashups may run inside browsers or in new, richer environments called composite 
applications. They aren’t based exclusively on HTML delivered by a server. Instead, 
mashups use services typically delivered in XML from many different sites to knit to-
gether a useful experience for the customer. Perhaps the best-known mashups marry 
the basic functionality of Google or Yahoo!® Maps with specialized data sets to cre-
ate customized, searchable maps. 

This mashup environment is self-contained and controlled. And its ease of use her-
alds the next generation of flexibly recombined services. 

 
For SOA to work, services to support mashup/composite applications must be made 
available. 

5   User-Driven Innovation 

Mashups aren’t invented during the IT department’s annual offsite meetings, except 
for the rare exception in which an IT organization is promoting the reuse of com-
monly used corporate services. Instead, they spring from the minds of entrepreneurial 
virtuosos who are continually sifting through the services they discover on the Inter-
net and imagining the emergent possibilities. 

Companies that “get” SOA do everything in their power to turn their value-creating 
processes into services and then place them in the hands of their most innovative 
thinkers whose efforts become the company’s bridge to new customers. To the  
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outside world, the company becomes increasingly defined by the services it offers 
others to use as a springboard for innovation and creating new kinds of business rela-
tionships. 

For SOA to work, companies must remove barriers to innovation and put tools in the 
hands of innovators. 

6   Transformed Business Models 

Providing services to innovators, inside the company and out, profoundly changes the 
way it appears to customers, partners and competitors. Some of these new business 
processes create markets where none existed before; others change the role the com-
pany plays within the value chain. Most of these processes feel completely unnatural 
at fi rst and arrive with a complete checklist of objections and excuses explaining why 
they will never work. 

Lightweight, reusable services offer the perfect building blocks for inexpensive 
experiments that may fail, as expected, or may create a massive opportunity. 
 
For SOA to work, new and imperfect business models must be implemented so they 
can be debugged and perfected. 

7   Incremental, Agile Development 

Applications based on services frequently use better, more user friendly development 
tools that expand the pool of potential developers far beyond the boundaries of the IT 
department. Ideas for new solutions will arrive in the form of half-baked applications 
created by lay users who start down a path toward a solution, but lack the expertise to 
finish it. To exploit the full potential of SOA, the development lifecycle must accept 
partial solutions from wherever they originate and nudge them toward completion so 
that their potential can be fully measured. Agile development methods are suspicious 
of requirements gathered in a vacuum and promote an incremental approach in which 
applications are built, deployed, and then improved in a succession of rapid steps. The 
best solutions will ultimately emerge from these small steps forward, with the final 
step representing the sum total of accumulated experience. 

For SOA to work, development methods must allow rapid cycles based on learning 
from experience. 

8   Governance, Security, and Operational Stability 

Exposing services to the outside world inevitably places power in the hands of outsid-
ers who are directed by their own self-interest.  

What are those outsiders allowed to do? How much power do they need to inno-
vate? How can abuse be discouraged? And how can the services be created to embed 
rules for governance, security, and operational stability? Policies governing all of 



544 A. Mulholland 

these issues and more must be created in parallel with technical efforts to build an 
SOA, and in many cases, will be built into the services themselves. 

For SOA to work, governance, security, and operational stability must be designed 
into services. 

9   Conclusion 

SOA means the end of business as usual. However, it can only be achieved if leaders 
possess the knowledge, the imagination and the roadmap to make optimal use of it. 
Services are not drivers of business change. The transformations promised by service 
orientation will not happen without the adoption of a new culture and innovative busi-
ness models. 
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