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1 INTRODUCTION 

Sogeti is supporting many organizations in working under architecture. Always the 

concepts of DYA ®  are being used. The foundations of DYA ®  were described in the book 

óDynamic Enterprise Architecture. How to Make It Workô1. An important part of DYA ®  is 

the Project Start Architecture (PSA). The application of the PSA enables the 

organization to link their ideas on architecture to actual  implement ation of  changes in 

their organization.  The PSA is the most frequently used instrument of DYA ® .  

1.1  Purpose of this document  

The frequent use of the PSA generated a large quantity of practical cases that  enables 

us to improve our insight in the effective application of the PSA. It also proved that 

many organizations have the same questions on purpose, contents and use o f the 

PSA. This document is meant to answer questions on the actual use of the PSA. Of 

course we will make use of the new insights and the experience of the large number of 

PSA practitioners.  

1.2  Structure of the document  

This document will first explain the p urpose of the PSA and what  value the PSA adds 

to working under architecture (chapter 2). Additionally we describe how óarchitectural 

thinkingô is incorporated in the PSA. Subsequently the parties involved in the PSA are 

introduced (chapter 3). These are the parties executing the processes around the PSA. 

These processes are then described in chapter 4. The contents of the PSA are 

described in chapter 5. These contents highlight the purpose of the PSA as well as the 

actual usage.  

 

Because the PSA is positioned on the boundary  of  Reference Architecture  and projects 

special attention is given to the relation between the PSA and these two domains. First 

the relation between Reference Architecture and the PSA is described (chapter 6). 

Next is described whi ch role the PSA plays in supp orting architecture in projects  that 

are executed following the Prince2Ê methodology (chapter 7).  

 

                                           
1
 óDynamic Enterprise Architecture: How to Make it Work, first edition,  2005  Roel Wagter, Martin van den Berg, 

Joost Luijpers, Marlies van Steenbergen, published by John Wiley & Sons, Inc., Hoboken, New Jersey ï 2005, 
USA ISBN 0 -471 -68272 -1.  
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2 PURPOSE OF THE PSA 

The PSA (Project  Start Architecture) is 

a document that describes the 

architecture that applies at the start of 

a project. The document is meant to 

serve as a link between architecture on 

one hand and a project on the other 

hand. The PSA is a guiding instrument 

that ensur es that architecture is not limited to the ivory tower of the architect, but 

makes the architecture concrete enough to facilitate changes in the organization. The 

results of the changes are the business solutions created by projects.  

 

The PSA is a translat ion of general principles and policies to project specific  directions . 

Relevant subjects of the general (reference) architecture are tailored to the scope and 

the specific issues of the project. This makes that the PSA contains a very concrete 

and targeted  architecture framework within which the project must be executed. This 

framework consists of standards, measures, guidelines and models that must be used 

by the project. Also design choices transcending the project are written down in the 

PSA. The PSA des cribes the context and the direction of the solution direction s for the 

project, but not the solution itself. The PSA does not address the ósolution 

architectureô. 

2.1  The added value of the PSA  

The added value of the PSA can be recognized for architecture as well as projects. 

Within the perspective of architecture  the PSA ensures that the end result, as 

delivered by the project, fits in the overall  landscape. The PSA also ensures that the 

complete life cycle of the solution is taken into account, since systems  maintenance 

and flexibility requirements are incorporated.  When applied correctly the PSA has, 

from the project perspective, a positive effect on the development of the project 

deliverables.  

Using the PSA has the following advantages:  

1.  Using the PSA a subs tantial  acceleration can be  achieved, as the project team  

spends less time discussing with other projects and parties. That has already been 

addressed in the architecture. The context and direction is already determined.  

2.  The PSA contains guidelines and standards that must be applied in the project. This 

contributes to the standardization within an organization and promotes reuse of 

standardized proven solutions. Also there is no need for the project to discuss 

standardized solutions.  

3.  There is no extensiv e discussion on which tools and techniques to use. On top of 

that the organization, in time, will grow its experience in using standard tools en 

techniques. The project team can focus its attention to the goal, instead of  the 

means. The project can be star ted a lot quicker this way.  

4.  Because many choices have already been made in the PSA, it is clear right from  the 

start of the project what competencies are needed. The project can be assigned the 

right resources.  

 

An organization using the PSA in its archite cture process for four years has stated the 

advantages as follows:  

¶ Working with the PSA provides all  people  involved in the project a clear 

starting point and  the right limits, scope and guidelines;  

¶ PSAôs provide projects with a quicker start and more consistency across 
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projects;  

¶ The PSA and the building permit are good mechanisms that ensure that part -

solutions fit into the overall - solution;  

¶ The PSA gives a clear picture of the impact of architecture on the project;  

¶ The PSAôs help project managers in planning;  

¶ The PSA is used as an acceptance criterion for systems management;  

¶ The PSA is a valuable document for on boarding  people in the project;  

¶ The PSA has many advantages when outsourcing to suppliers. It gives a clear 

picture of the restrictions for the suppliers . It is a better basis for a contract 

and it is an acceptance criterion. Only when the supplier delivers according to 

the requirements given in the PSA, he will get paid. In short, the PSA is an 

important instrument for the project manager. The PS A is beneficial  for project 

management as well as contract management;  

¶ The PSA is an element in the negotiations  with the customer , which is a good 

thing as customers have a tendency to  rediscuss without regard for earlier 

agreements.  The PSA contains thin gs that have been agreed upon earlier 

(policies) and creates clarity, preventing much unnecessary discussion  

between customers and employees.  

 

 

Independent of the advantages for a specific project, the PSA also contributes to a 

change in attitude towards architecture in an organization. The organization will more 

and more have an eye for long term (architecture) goals when pursuing short term 

goals (projects). The quality of the project deliverables will improve, is aligned with 

long term goals, promotes f lexibility and is consistent across projects.  

2.2  The three architecture aspects in the PSA  

DYA®  uses the following definition of architecture;  

 

ñArchitecture is a consistent set  of rules  and models that guides  the design and 

implementation  of processes, organizational structures , information flows  and 

technical infrastructure within  an organizationò 

 

Three general aspects of architecture are captured in this definition . These will be 

discussed next .  

2.2.1  From abstract to concrete  

Architecture mu st contribute to the realization of the enterprise strategy. Multiple 

steps  are needed to get from the strategy to concrete measures. These steps 

ótranslateô the strategy from the goals of the organization and result in general 

principles , then polic y dire ctives  for each of the areas of concern and ultimately in 

models.  
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Figure 1 -  From abstract to concrete  

2.2.2  Domain Architectures  

The second aspect concerns the domain  architecture s. Architecture is generally 

observed from multiple perspectives ï domain  architecture s. These domain  

architecture s are determined by the areas of concern of the organization on which it 

wants to govern to realize  the strategy. That is the  reason to  agree o n principles, 

policies, standards, norms etc.  

 

Often a division in the business - , information -  and technical architecture (often called 

infrastructure architecture)  is used . Each of these architectures can be further divided 

in other domain  architecture s. Besides that other domain  architecture s may be 

considered like (information) security and systems management.  

 

 
Figure 2 -  Domain Architectures  

2.2.3  Time aspect 

The architecture provides direction to design and realization. It governs the changes 

that occur in an organization. This identifies the third aspect of architecture: the time 

aspect. A change implies a period before the change (current state) and a period after 

the change (future state).  

 

The introduction of the change itself a lso takes time (migration, either by replacement 

or gradual devaluation). Each of the three periods can be described by architecture. 

There are models representing (parts of) the current situation, models representing 



WHITE PAPER 

Project Start Architecture  

Purpose of the PSA   

Sogeti Nederland B.V.  1.0  5  

27 April 2009     

(parts of) the future situation and th e architecture principles provide direction to that 

future situation and the change needed to arrive at that situation.  

 

 
Figure 3 -  Time aspects  

2.3  The PSA reflects the architecture aspects  

The PSA reflects all three aspects: from abstract to concrete, domain  architecture s 

and the time aspect.  

 

The PSA itself is an important step in the translation from abstract to concrete and 

therefore from strategy to its implementation. It mentions relevant parts from the 

Reference Architecture and translates these, to support  the execution, to the concrete 

architecture framework within the scope of the project. The policies incorporated in 

the PSA, are ïin a final concretization step -  translated into requirements for the 

solu tion to be provided by the project. Generally these requirements include business -

, user -  as well as system - requirements. When working under architecture, based on 

the PSA, architecture requirements are added . 

 

The contents of the PSA is determined by the domain  architectures recognized by the 

organization. An organization determines for itself which domains are relevant. This 

choice determines t he way the arch itecture framework is populated . These domain  

architectures will return as elements of the PSA. In  the paragraph on the contents of 

the PSA this will be discussed in more detail.  

 

The PSA also indicates what time aspects are included. The reference architecture 

addresses  more than just the current principles and standards that are in actual use 

but also the principles and standards that are valid for the future. It indicates the way 

in which the future state will be reached. The principles, policies, standards, norms 

etc.  direct the development of the solutions. Their purpose is to make sure the óroad 

to the futureô is as straight as possible. They define the picket posts for the direction 

and the route for the evolution of the solutions of the organization. The context 

sketched for a project can be the current state as well as the future state. The first is 

the results  of an impact analysis preceding the PSA. The second sk etches the 

contribution of the project to the future state.  

2.4  The PSA as validation instrument  

The PSA is the instrument to verify if architecture guidelines have been followed 

during the re alization of the project. N ot only for the parts that are exec uted b y the 

organization itself but also for  parts developed by external parties are expected to 
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obey the architecture guidelines. The PSA is an excellent tool to serve as input for the 

supplier SLA.  

 

It is important for the PSA to describe how the project and t he envisioned result relate 

to the environment in which it is going to be implement ed. 

One of the goals of the PSA is specifically to position the project in its environment 

(inter project relations) and to position the results in the current situation (in stalled 

base). It is explicitly not the responsibility of the architecture function, and therefore 

not part of the PSA content, to determine if the project is going to meet its 

requirements. That is a question for the project steering committee.  
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3 THE PARTIES INVOLVED IN THE PSA 

During its life cycle multiple roles are involved with the PSA.  

This chapter will describe these roles, in the following sequence :  

¶ First those responsible that the PSA is going to be created;  

¶ A larger group consists of the stakeholde rs of the PSA;  

¶ A third category is formed by the authors of the PSA.  

 

Each of the three categories is discussed in a separate paragraph.  

3.1  The ôresponsible  parties õ 

The responsibility for the creation of the PSA must be placed within the organization. 

Three roles are involved in this.  

 

The project manager is responsible for the timely delivery of the PSA. He is 

responsible anyway for the timely delivery of any product that is needed for the 

project. In that role he is directly involved with the alignment of t he project architect 

and the project team members.  

 

The project architect is responsible for the content and the quality of the PSA. So he is 

responsible for the PSA meeting those two criteria. Other parties he will involve are 

described in paragraph 3.3 . 

 

The project architect is an architect assigned to the project. He guides and helps the 

project to develop a solution that fits into the framework determined by and from  

architecture.  

 

The PSA that is drawn up is ultimately validated by the architecture board. They have 

the final responsibility for the PSA being correct. The architecture board also ensures 

that the framework as sketched  in the PSA fit s in the larger (architectur al ) picture. 

This  is one of the possibilities to mutually tune the various projects and to guard that 

long term goals  are met.  

 

The architecture board  

 

According to the vision of DYA ®  an architect  works in an organization for a sponsor . 

The sponsor is the party that wants  to realize a particular business goal.  In order to 

realize the goal it is necessary  to understand what changes are needed.  It is the job of 

the architect to provide insight in tho se changes and provide guidance for them. He 

does this  ïfor the various domains ï by defining principles and models and select 

relevant standards.  

 

When the business goal must indeed be realized in a program or project form a 

project is started headed by a  project manager. It is the task of the project manager 

to deliver a solution within the architecture framework. The architect provides the 

principles, models and standards to the project manager in the form of a PSA.  
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When the project manager is of the opinion that the realization according to the 

architecture is unfeasible within the budget and time  provided, the principal has to 

decide of he will deviate from the architecture or that more time and money must be 

made available.  

But he does not do  this in isolation. Within the organization multiple business goals 

are pursued at the same time. To ensure consistent synchronization, to make choices 

and set priorities an architecture board is set up. In fact each of the roles ósponsor ô, 

óarchitectô and óproject managerô have their own base in respectively óbusiness 

managementô, óarchitecture managementô and óprogram managementô. These 

management groups are each represented in the architecture board, together with a 

member of top management.  

 

An architec ture board is a platform for synchronization on content and for escalation.  

 

 
 

The most important tasks of the architecture board are:  

¶ Serve out architecture assignments ;  

¶ Formally accept architecture deliverables ;  

¶ Form escalation platform for conflicts on  content . 

3.2  The ôstakeholdersõ 

The project manager, the project architect and the architecture board are stakeholders 

for the PSA. But they are not the only ones. Below the different stakeholders of the 

PSA are listed together with their óstakeô. 
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Project manager  -  Orders  for the creation of a PSA. He ensures timely 

delivery. His content involvement is the creation of a 

Project Initiation Document (PID) after the delivery of 

the PSA.  

Architect  -  Creates (part of) the PSA content. The project architect 

accepts the assignment for the PSA from the project 

manager. When it concerns a specific  architecture 

domain his role is that  of a sub -contractor and he writes 

a specific part of the PSA. He makes appointments with 

the main contractor (the project architect) o n content 

and duration.  

The controlling architect checks if the project 

deliverables fit in the framework provided by the PSA.  

Architectu re B oard  -  Validates the PSA. The architecture board is assigned the 

task of checking the PSA for correctness and alignment 

with the larger picture and the long term Reference 

Architecture. The board formally accepts the PSA.  

The architecture board is part of the escalation path 

when the re  is difference in opinion between the project 

manager and the project architect on the fit of the 

solution in the architecture framework (see also 

paragraph 4.2.3 ).  

Developers  -  They perform ïwithin the PSA framework -  design and 

construction activities. In any case the PSA is presented 

to them to ensure the framework is clear and usable. 

They can also be used (for the same reasons) to 

contribute to the PSA itself. T hen they are discussion 

partners for the project architect.  

Systems maintenance  -  Systems maintenance is the recipient of the solution 

delivered by the project. During the actual systems 

maintenance they must know what the assumptions  are 

on which the system is built. The PSA provides those 

assumptions from an architecture perspective. A part of 

the set of architecture principles is based on the 

demands of systems maintenance itself for the systems 

they manage.   

 

A project steering co mmittee (project board and therefore also, through the executive 

sponsor that is usually a member, the business) is not a direct stakeholder. They are a 

secondary  stakeholder through the Project Plan or Project Initiation Document that  is 

based on the PSA.  This mean there is a separation of concerns between the 

architecture function and the project. Figure 4 in the next paragraph is an illustration 

for that.  

3.3  The ôauthorsõ 

Preferably the PSA is written by the project architect together with the project team 

(at the very least the information analyst and/or the designer). By doing it together it 

is secured that the project team understands and supports the architecture princi ples 

and their consequences. This makes it easier for the project team to comply with  the 

guidelines. The benefit for the architecture team is that the practical application of  the 

architecture  principles is carefully verified  in this fashion. Also the var ious models that 

have been created for the PSA  are aligned in this way between the architect and the 

project team members.  
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The project architect can involve other architects (for example domain architects) to 

write parts of the PSA. This project architect  generally is not an expert on all 

architecture disciplines. There is a good reason why there are specialists in business - , 

information and infrastructure architecture. In the areas the knowledge of the project 

architect is lacking he needs to depend on th e domain architect he has involved for 

the correctness of the content. The domain architect can be made responsible for th e 

correct ness of the content. The project architect remains responsible for delivering the 

PSA. 

 

 
Figure 4 -  The parties involved in the PSA  
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4 PSA PROCESSES 

In the previous chapter the roles involved in the PSA were described. The involvement 

concerns several processes ranging from creating the content as actual usage of the 

PSA. These processes are described i n this chapter.  

 

The architecture function supports  the execution of projects. In DYA ®  that is covered 

by the support of the work process  óArchitecture Servicesô (the architecture function) 

to the work process óDevelopment under Architectureô (the projects). The PSA plays its 

role during this support (see Figure 6). The processes around the PSA are based on 

this support.  

 

 
Figure 5 -  The PSA in the chain of DYA processes  

 

In this chapter this support is described in general terms. Then the different processes 

around the PSA are described in greater detail.  

4.1  Architecture support for projects  

The relationship between architecture an d projects, and therefore the relation between 

óArchitecture Servicesô and óDevelopment under Architectureô is formed by the 

following four architecture tasks.  

 

1.  Determin ing  framework  

At the start of the project the project architect  ïtogether with the project team -  

determines the architecture framework . How that is actually done is described in 

chapter 4.2 . 

 

2.  Helping designers / developers / builders  

During the project the project architect  continues to be involved. He supports the 

designers, developers and builders  in their design -  and construction activities to 

ensure it complies with  the framework, as described in the PSA. De viations of the 

architec ture (including explanation, consequences and cleanup scenario) and design 

decisions with an impact outside of the project are recognized by this architect and 

escalated to the architecture board (see paragraphs 3.1  and 4.2.3 ). Both these 



WHITE PAPER 

Project Start Architecture  

PSA Processes   

Sogeti Nederland B.V.  1.0  12   

27 April 2009     

deviations and design decisions are registered in the specific chapters reserved in 

the PSA (see chapter 5).  The project architect also identifies any architecture 

principles missing or prove n insufficient  (see paragraph 6.1 ).  

 

3.  Verifying p roduct s  

During the project the controlling architect verifies if the delivered products meet 

the framework as written down in the PSA. Depending on the verification results a 

building permit wil l be provided. This building permit indicates the verified products 

indeed meet the standards and guidelines. Deviations signaled  earlier and validated 

and sanctioned by the architecture board are taken into account and form no 

reason to  refuse the building permit anymore (see paragraph 4.3 ).  

 

4.  Securing results and de cide on follow up actions  

At the end of the project the project architect secures the results of the project. 

When during the project issues have been solved that influence the Reference 

Architecture , t his Reference Architecture must be adjusted . For example design 

decisions that t ranscend the project, but also making architecture principles more 

specific. These adjustments must be formally registered, ensuring they will also be 

applied to other projects (see paragraph 6.3 ).  Architecture deviations also lead, as 

sanctioned by the architecture board, to follow up actions for solving these 

deviations. These must be defined and the execution must be made the 

responsibility of persons and / or pr ojects (see paragraph 4.4 )  

 

It will be clear that the PSA plays a central role in all of these four activities. These 

four activities return in the processes around the PSA as described in the next 

paragraphs.  

 

The four architecture activities described  must be made part of the project approach 

as used by the organization. Its place in the Prince2Ê project approach is described in 

chapter 7. 

4.2  Creating the PSA 

When an organization decides to work under architecture for every project a PSA is 

created. Only when it is decided to óWork without Architectureô no PSA is created. 

 

 
Figure 6 -  The PSA and Development under Architecture  

 

A pragmatic approach must be taken in the ócreate PSAô activity. A thick PSA for a 

small project is obviously not useful. The contents of a PSA can, in case of small 


