How to set up a large EAI project?

Regarding giving you roughly an idea about what is crucial for a large

EAI project, it is difficult to summarize in a few words before I

know you better personally to see on which grounds I operate.
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Prepare for leadership: Play to Win!

The following is probably not fully what you want to read, but the

essence is leadership! You are the director and your responsibility is

to orchestrate the team and the instruments to fully harmony. If you

are piano player you wont tell the trumpet or violin how to play the

instruments, but you sure will tell them when they play out of tune.

You are Columbus and will excite your team every day by telling them

the vision and preparing regular experiences of success.

Generally speaking: a large EAI consolidation in such a colossal

company like DC is like a foray. All the rules to abide by can be read

in classical books like those of Cicero, Plato and mainly Julius

Caesar. The crucial points are noit technical but socio-psychological!

It is absolutely important to have a trusted peer (some may call it an

agent) in every place that shall be connected. So the first and

essential work is getting all people involved - this means primarily

the businesses, not the adminsitrators - together in a kind of boot

camp where you all shape your ideas and understanding. It may sound

megalomaniac but consider yourself as the messias (or guru) and you now need

your disciples (or mentors) to spread out to evangelize your idea.

Literature

Preparing your start, read the following three books to be prepared, all

about project management in IT:

1) Scott Adams: The Dilbert Principle

2) Edward Yourdan: Death March

3) Tom deMarco: Peopleware

Terminology and Ontology:

-----------------------------------

Make sure that everyone

understands the same when using the same word. E.g.: If you say server, it

must be clear if it is the hardware box, a web service or some little

DLL that installed itself as a device driver. If you say EDI, make

sure what you mean: a) Electronic Data Exchange as a vision of

automation b) Some international standard to package data for

electronic interchange

Implementation organization:

For every technology involved you should appoint a responsible (in the sense of

"response", being able to answer questions!) "Alpha" who will oversee the work

in this area. The Alpha should be able to choose assistance as

necessary and at least two of the other area responsibles should know

the specific topics well enough, to be able to understand how it

works and be able in case of need to overtake the work or teach some

new responsible the essentials.

(It is like in a theatre: the main character is always dubbed

by one of the other principle characters, in case the main character

fails). The Alpha will also organize teaching, training and coaching

workshops to train the skills that need to be known by the peers.

And that you already mentioned when we spoke on the phone: make sure

that a unified monitoring system exists from the beginning and grows

with the implementation. Be sure that the state of whole implemenation

can be tested at any time during the project.

Technical, especially in EAI:

1. the sender sends the maximum information he can send (unfiltered!)

2. The sender never does data conversion, this is always done by the

receiver or the central orchestration system

3. This also means, that any system that already exchanges the

relevant information in electronic form, will do nothing more than

send a copy of the data to the middleware processsor. The leagy system

will not change a bit as long as the information sent is sufficient.

Inn return the legacy systems will receive the data ine xactly the

form as they already receive it from another aplication.

4. EDI is single facette of EAI, the one dealing with non-trusted

peers!

5. Make sure that repeated processing of identical messages will lead

to the same recult ("the credit card problem: submitting twice cc info

on the web sometimes will cahrge the card twice!")

Organization:

From the organisation make yourself understand that a project will not

move in a straight line but will iterate like a control-feedback

cycle. Nothing moves in straight line, no rockets, no ships no sperm:

the secret of success is correct, correct, correct! You wont need a

plan, but a vision, a goal and failover strategies.

Some tricks from the battle ground:

Do never ever use the word meeting! Meeting is a synonym for a huge

coffee break where ten or people waste the full Monday morning in

spitting out trivialities or making poker faces to avoid admitting

their ignorance. Instead you need regular briefings (from : brief!)

that pursue a single purpose: to check up if there are open issues

that are not assigned to anyone. Never ever let people give a status

report in the public. If they had success to report, give them rather

a scene to proudly present it. If they are behind schedule it is alone

you who needs to know!

Prepare a war room, where your team members can meet as discretion for

discussing or fighting out open issues and strategies.







