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Abstract 
As the practice of Service-Oriented Architecture (SOA) matures, 
professional services firms that offer SOA-related services continue to 
lead the market in the creation and application of best practices for 
SOA. For this report, ZapThink surveyed 58 consulting firms who 
identified themselves as offering SOA consulting services in order to 
assemble a detailed, global picture of the state of the market for SOA 
consulting worldwide. ZapThink found a substantial maturation of SOA 
consulting offerings across the board, with an increased focus on the 
business value that SOA can provide. While there still remains some 
confusion over the nature and applicability of SOA, methodologies, 
engagements, and understanding of the SOA value proposition have all 
dramatically improved in the last few years to the point that SOA best 
practices are increasingly being taken for granted as the standard 
approaches for solving a broad range of business problems in 
organizations around the world. 

 
Key Points: 

 Market Overview 
• Few enterprises are buying SOA by name. Instead, business buyers are 

paying for solutions to business problems, and more consulting firms than 
ever before are leveraging Service Orientation best practices to provide 
those solutions. The main buyer of such initiatives has shifted toward the 
non-technical, business part of the enterprise. 

• The clear pattern with today’s SOA projects is that they are increasingly 
business-focused. Many consulting firms integrate SOA best practices into a 
broad differentiated offering that is not necessarily specific to SOA. 

• Many ostensible SOA efforts are little more than middleware shell games. 
Product vendors often distort the true message of SOA to best fit their 
product offerings. Similarly, the core mistake that some consulting firms are 
making is in confusing architecture with implementation. 

 Future Trends 
• ZapThink expects the percentage of IT projects overall that leverage Service 

Orientation best practices to continue to grow over time, and those best 
practices will soon become ubiquitous. 

• ZapThink expects the percentage of IT projects that are named SOA projects 
to reach a maximum in the 2007 timeframe, and then gradually decrease as 
Service Orientation best practices become an expected, routine part of IT 
projects more broadly. 
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I. SOA Consulting: The State of the Market 

As ZapThink’s research frequently espouses, Service-Oriented Architecture (SOA) 
represents an architectural approach to the ongoing challenges of IT faces as it 
meets the changing needs of business, consisting of best practices as well as 
the discipline to follow them. In other words, it’s something organizations do, not 
tools or technology they buy. In spite of the plethora of software vendors that 
have jumped upon the SOA bandwagon in the last five years, claiming that the 
best way to do SOA is to buy their product, more and more organizations are 
realizing that SOA implementations aren’t about buying new products. Rather, 
they are about leveraging a range of best practices to reorganize the information 
technology (IT) department and how the business leverages IT. 

Where, then, do organizations find those best practices? In many cases, they 
turn to professional services organizations that focus on building teams that 
have the expertise and knowledge necessary to provide the SOA best practices 
that companies and government agencies lack. While you can’t get SOA from a 
software product, it is possible to acquire the skills, practices, and methods for 
realizing the benefits of SOA from the right consulting firm. 

Since ZapThink produced its Service-Oriented Architecture Consulting: 
Facilitating the Service-Oriented Enterprise report (ZTR-WS109) in May 2003, 
the practice of SOA has matured, as have the practitioners thereof. In addition, 
many more firms have thrown their hat into the SOA consulting ring since then. 
The best practices these firms should follow are now becoming clear, and 
ZapThink’s research over the last five years elaborates on many of them. This 
report, therefore, takes a different approach, focusing instead on the current 
trends in the SOA consulting marketplace. 

1.1. Scope of Report 

This report provides an analysis of current trends in the SOA consulting market 
by leveraging information from 58 firms who offer SOA consulting services. These 
firms range from small boutiques to the largest professional services firms in the 
world. The geographic distribution of the firms ZapThink includes in this report is 
also global, with participants from five continents. 

The thrust of this report is on the business environment for these firms, more so 
than an analysis of their offerings. The reader is therefore expected to have a 
general understanding of SOA best practices. ZapThink encourages readers who 
are looking for more information on SOA to view the material on the 
http://www.zapthink.com Web site.  

1.2. Methodology 

ZapThink assembled an initial invitation list of approximately 90 consulting firms 
offering SOA services based upon a general call in our biweekly ZapFlash 
newsletter, existing relationships (both formal and informal) and a broad Internet 
search. ZapThink invited these firms to participate in this report by either 
completing a survey or conducting a phone interview. 58 firms agreed to 
participate, most completing both the survey and the interview. 

The survey focused primarily on qualitative information in the following 
categories:  

 What are your SOA-related offerings? 

SOA is something 
organizations do, not 
tools or technology 
they buy. 

It is possible to 
acquire the skills, 
practices, and 
methods for realizing 
the benefits of SOA 
from the right 
consulting firm. 
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 What types of SOA expertise do you have? 

 How do your SOA offerings fit into your overall product and service mix? 

 What are the greatest challenges you’re currently facing with your SOA 
offerings? 

 What are your SOA-specific methodologies? 

 What is your clients’ state of SOA adoption? 

 What kinds of clients do you have for your SOA offerings? 

The survey also asked for quantitative information about staff and revenues. 

ZapThink then invited most survey participants to participate in a telephone 
interview with ZapThink analysts. The purpose of the interview was to add 
context to the survey data, and uncover any interesting information that the 
survey didn’t explore. Finally, ZapThink analyzed the data collected as well as 
generally available information to determine the current trends in the SOA 
consulting marketplace. We then collated the information as well as the analysis 
into general trends to present in this report. 

1.3. Survey Participants and Demographics 

ZapThink reached out to a wide variety of different types of SOA consulting firms, 
and while the participants in this report were to a certain extent self-selected, 
ZapThink believes that the 58 participants in this report are reasonably 
representative of the entire market. 

Table I-1 below details the location, URL, and the number of employees at the 
surveyed firms (when the number of employees was available). The table also 
displays the number of employees directly involved in each company’s SOA 
efforts. 

Table I-1: Locations, URLs, and Employees of Surveyed Firms 

Company HQ City URL 
No. 
Employees

Employees 
in SOA 

Accenture Hamilton, Bermuda www.accenture.com 123,000 

AgilePath Newburyport, MA, USA www.agile-path.com 22 22

Alphacourt Swindon, United Kingdom www.alphacourt.com 25 19

Anexinet King of Prussia, PA, USA www.anexinet.com 130 15

Arc Aspicio Arlington, VA, USA www.arcaspicio.com 9 

Avanade Seattle, WA, USA www.avanade.com 4,800 2,940

BEA Systems San Jose, CA, USA www.bea.com 4,000 

BearingPoint McLean, VA, USA www.bearingpoint.com 16,800 

Bouvet Oslo, Norway www.bouvet.no 260 

Capgemini Paris, France www.capgemini.com 59,000 

CherryRoad Technologies Parsippany, NJ, USA www.cherryroad.com 350 10

City Practitioners London, United Kingdom www.citypractitioners.com   

D. Callingham & Assoc. Toronto, ON, Canada www.callinghamassociates.com 5 5

Daugherty Business Solutions St. Louis, MO, USA www.daugherty.com 450 21

Definition 6 Atlanta, GA, USA www.definition6.com   

e-Brilliance Conshohocken, PA, USA www.e-brilliance.com 50 12

eSigma Hancock, MI, USA www.esigma.com  6
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Company HQ City URL 
No. 
Employees

Employees 
in SOA 

gen-i Sydney, Australia www.gen-i.com.au 1,800 25

Geniant Dallas, TX, USA www.geniant.com 120 120

Hitachi Consulting Dallas, TX, USA www.hitachiconsulting.com 700 

HP Palo Alto, CA, USA www.hp.com 150,000 1,500

IBM Armonk. NY, USA www.ibm.com 341,750 

Infosys Bangalore, India www.infosys.com 55,000 2,500

InnoQ Ratingen, Germany www.innoq.com 30 5

IPT Zug, Switzerland www.ipt.ch   

Kanbay Rosemont, IL, USA www.kanbay.com 5,242 

Keane Boston, MA, USA www.keane.com 9,000 250

Lydian Technology Jacksonville, FL, USA www.lydiantechnology.com   

MITRE Bedford, MA, USA www.mitre.org 5,700 

Modhelus Buenos Aires, Argentina www.modhelus.com 30 22

Momentum SI Austin, TX, USA www.momentumsi.com 60 

MphasiS New York, NY, USA www.mphasis.com 12,000 105

MW2 Consulting Sunnyvale, CA, USA www.mw2consulting.com 150 40

Network Effects Boulder, CO, USA www.networkeffects.com 5 4

Online Business Systems Winnipeg, MB, Canada www.obsglobal.com 200 

PricewaterhouseCoopers New York, NY, USA www.pwc.com 125,000 

ProSolveIT Uxbridge, United Kingdomwww.prosolveit.com 6 1

Satyam Vienna, VA, USA www.satyam.com 30,000 100

Schumacher Partners Sydney, Australia www.schumacherpartners.net 6 6

Semantic Arts Fort Collins, CO, USA www.semanticarts.com   

SentientPoint Chicago, IL, USA www.sentientpoint.com   

SilverTrain Milwaukee, WI, USA www.silvertraininc.com   

SOA Software Santa Monica, CA, USA www.soa.com 200 23

SOA Systems Vancouver, BC, Canada www.soasystems.com   

Software AG Darmstadt, Germany www.softwareag.com 3,000 

SRL Group Tel Aviv, Israel www.srl.co.il 130 8

Statera Englewood, CO, USA www.statera.com 150 10

Summa Technologies Pittsburgh. PA, USA www.summa-tech.com 60 

Synergy International Wellington, New Zealand www.synergy.co.nz 230 0

SystemicLogic Melbourne, Australia www.systemlogic.net 50 10

TasmanAve San Jose, CA, USA www.tasmanave.com 50 40

TeamSOA San Diego, CA, USA www.teamsoa.com 7 7

Tier1 Innovation Denver, CO, USA www.tier1innovation.com 75 6

Voyant Group Westchester, PA, USA www.thevoyantgroup.com 8 6

Wipro Bangalore, India www.wipro.com 53,700 

WM-Data Stockholm, Sweden www.wmdata.com 800 25

XWebServices Simi Valley, CA, USA www.xwebservices.com 5 5
Source: ZapThink LLC. Missing data indicate no response. 

Some SOA consulting firms have a regional client focus, but usually these firms 
were either opportunistic about their target geography or explicitly global. 
Therefore, there is only a weak correlation between the headquarters location of 
a firm and the locations of its clients. Furthermore, the location of clients is 

There is only a weak 
correlation between 
the headquarters 
location of a firm and 
the locations of its 
clients. 
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generally arbitrary, both because the firms are opportunistic about new business, 
but also because so many companies have multiple locations. 

For some firms, it was difficult to count the number of employees involved in SOA 
projects, because SOA best practices are prevalent across most or all 
engagements. For the most part, companies in this situation didn’t provide a 
number of employees involved in SOA, while others reported that most or all of 
their employees had SOA-related duties. 

Table I-2 below shows the industry specialties of each of the surveyed firms. This 
question focused on SOA projects specifically, but in some cases, companies 
reported on their client base overall, either because they don’t break out SOA 
clients by industry, or because they are leveraging SOA best practices across 
most or all engagements, even when they are not specifically SOA engagements. 

Table I-2: Industry Specialties of Surveyed Firms 
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Accenture X  X  X X X  X X X X X X X X X X X X X 

AgilePath       X  X   X          

Alphacourt       X  X         X  X  

Anexinet       X       X   X     

Arc Aspicio         X             

Avanade      X X  X  X   X      X  

BEA Systems       X  X           X  

BearingPoint X  X  X X X  X X X X X X X   X  X  

Bouvet      X   X         X    

Capgemini   X  X X X  X X   X X X   X  X  

CherryRoad Technologies       X  X X   X  X       

City Practitioners       X               

D. Callingham & Assoc.   X                   

Daugherty Business Solutions  X    X X   X   X X    X X   

Definition 6     X   X     X X    X   X 

e-Brilliance       X     X X X      X  

eSigma       X  X X          X X 

gen-i       X  X           X  

Geniant      X X   X X           

Hitachi Consulting X   X    X X X    X X     X  

HP   X    X X X   X  X X  X  X X  

IBM Global Services X    X X X  X X X X X  X   X X X X 

Infosys   X   X X    X       X  X  
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InnoQ      X X     X        X  

IPT       X     X     X   X  

Kanbay     X  X     X          

Keane       X  X X       X     

Lydian Technology       X               

MITRE         X             

Modhelus       X               

Momentum SI       X          X    X 

MphasiS       X   X   X X    X    

MW2 Consulting       X    X   X        

Network Effects       X     X        X  

Online Business Systems      X X  X X  X          

PricewaterhouseCoopers       X   X X X  X X  X   X  

ProSolveIT       X  X           X  

Satyam       X   X  X  X      X  

Schumacher Partners       X               

Semantic Arts         X X X   X        

SentientPoint       X X              

SilverTrain   X   X X  X X    X   X     

SOA Software X  X  X X X X   X X   X  X X X X  

SOA Systems         X  X           

Software AG       X  X   X X       X  

SRL Group X     X X  X  X X        X  

Statera       X X       X X     X 

Summa Technologies       X    X   X        

Synergy International      X X  X  X  X       X  

SystemicLogic       X     X        X  

TasmanAve           X   X        

TeamSOA      X X  X X X           

Tier1 Innovation       X   X    X        

Voyant Group       X  X X  X          

Wipro   X  X X X  X X X X X X X   X  X X 

WM-Data       X  X X            

XWebServices       X   X  X          
Source: ZapThink LLC.  



 SOA Consulting: Current Market Trends  September 2006 

Copyright © 2006, ZapThink, LLC 9 

ZapThink, LLC  108 Woodlawn Rd, Suite 200  Baltimore, MD 21210  info@zapthink.com  www.zapthink.com 

In many cases the industries that the firms serve are opportunistic, since SOA is 
a horizontal offering. As a result, some firms have no particular preference as to 
the industry their clients participate in. Other firms, however, do serve specific 
industries by design. 

Perhaps the most interesting result from the table above is the breadth of 
industries who are currently involved in SOA initiatives. While financial services is 
predictably the greatest adopter of SOA among the surveyed firms’ clients, many 
of the other industries are newer to the SOA space. The relative distributions of 
vertical industries that surveyed firms serve appears in Figure I-1 below: 

Figure I-1: Vertical Industry Distribution of Clients 

Vertical Industry Distribution

Financial Services

Government/Public Sector

Telecom

Healthcare/Life Sciences

Insurance

Manufacturing

Energy/Utilities

High Technology/Softw are

Logistics/Transportation

Retail

Media/Entertainment

Automotive

Pharmaceuticals

Consumer Packaged Goods

Travel/Hospitality

Aerospace

Food/Beverage

Supply Chain

Mining

Agriculture

Construction

  
Source: ZapThink LLC 

It is important to note that Figure I-1 does not compare the number of 
organizations within each vertical industry, but rather the number of surveyed 
consulting firms that serve each industry. In addition, since a consulting firm will 
report an industry regardless of the number of clients they have in that industry, 
this chart will emphasize industries with smaller numbers of total engagements.  

II. SOA-Related Service Offerings 

The first set of questions ZapThink presented to the participating firms revolved 
around the core of their business: the context for SOA within their professional 
services offerings, the level of SOA expertise and their SOA practice organization, 
the challenges the firms and their clients face in the area of SOA consulting, the 
SOA methodologies they are using, and typical SOA projects.  

2.1. Context for SOA within Differentiated Offerings 

While some consulting firms offer SOA-specific services, the overall trend 
ZapThink discerned among the participants we surveyed was that many 
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consulting firms integrated SOA best practices into a broad differentiated 
offering that were not necessarily specific to SOA. At Infosys, for example, SOA 
based offerings are a subset of their IT services portfolio, which includes IT 
strategy formulation, application development, testing, and application 
maintenance, as well as offerings for packaged solutions. Geniant also delivers 
their service offerings within the context of SOA best practices, including 
application integration and development, legacy migration, portal development, 
business partner integration, business process management, and smart client 
development. Similarly, SRL Group combines the efforts of a Business Process 
Management (BPM) group with an Enterprise Application Integration (EAI) group. 
The BPM group focuses on building the business process layer, while the EAI 
group builds the Enterprise Service Bus (ESB) Layer to support SOA.  

At Software AG, the majority of SOA projects are related to legacy modernization. 
Typical legacy modernization projects involve code refactoring, SOA enablement 
including the design and implementation of coarse-grained Services, and the 
implementation of a repository-based SOA infrastructure, which enables SOA 
governance. Similarly, Cherry Road leverages their background as an ERP system 
integrator to produce relevant offerings inclusive of SOA concepts as SAP and 
Oracle increasingly adopt Service-oriented approaches that are more relevant to 
their customers. As a result, Cherry Road is helping their customers leverage 
NetWeaver and Fusion within their SOA initiatives. On the downside, they are 
struggling to help their clients lose their “ERP blinders”: the ERP-centric 
perspective that impedes success with SOA. 

Online Business Systems finds that the emergence of SOA has strengthened 
their consulting offerings overall. They have always advised their clients that the 
best approach for designing and building a solution is to avoid the “siloed” 
project approach in which IT considers, implements, budgets, and manages each 
project without full consideration of other imperatives. Instead, Online Business 
Systems leverages SOA best practices in the context of Enterprise Architecture 
as a means to solve overall business-IT issues and to address the ability for IT to 
deliver long-term value to the rest of the business. Likewise, MW2 Consulting’s 
SOA offerings form a foundation for enhancing other solutions around business 
process, architecture, and manageability.  

Another important trend is the use of SOA within specific product or service 
offerings. SilverTrain, for example, delivers SOA in the context of business 
intelligence and ETL solutions, while Satyam’s SOA efforts grew out of their 
content and portal management group. TasmanAve focuses their SOA efforts on 
content-based Service consumption, in which they help their clients develop the 
context for viewing and consuming data as part of a business intelligence 
engagement. They leverage SOA to abstract data sources, and then craft 
semantic relationships among those data sources. 

Network Effects takes an approach that includes combining SOA and BPM with 
existing software reuse techniques such as domain models and frameworks in 
order to provide a comprehensive approach to SOA implementation. Similarly, 

Thank you for reading ZapThink research! ZapThink is an IT advisory and analysis firm that provides 
trusted advice and critical insight into the architectural and organizational changes brought about by the 
movement to XML, Web Services, and Service Orientation. We provide our three target audiences of IT 
vendors, service providers and end-users a clear roadmap for standards-based, loosely coupled 
distributed computing – a vision of IT meeting the needs of the agile business. 
 
Earn rewards for reading ZapThink research! Visit www.zapthink.com/credit and enter the code 
CONSTATE. We’ll reward you with ZapCredits that you can use to obtain free research, ZapGear, and 
more! For more information about ZapThink products and services, please call us at +1-781-207-0203, 
or drop us an email at info@zapthink.com. 

Many consulting firms 
integrate SOA best 
practices into a broad 
differentiated offering 
that is not necessarily 
specific to SOA. 

Typical legacy 
modernization 
projects involve code 
refactoring, SOA 
enablement, and the 
implementation of a 
repository-based SOA 
infrastructure. 

 Vendor Focus 
Oracle 
SAP 



 SOA Consulting: Current Market Trends  September 2006 

Copyright © 2006, ZapThink, LLC 11 

ZapThink, LLC  108 Woodlawn Rd, Suite 200  Baltimore, MD 21210  info@zapthink.com  www.zapthink.com 

Synergy’s strategy focuses on the design, construction, and operation of 
business transaction and payment systems and associated services. SOA is an 
integral part of this strategy, because it provides greater agility than more 
traditional application development techniques would offer. Another 
differentiated offering comes from SystemicLogic, who is essentially an applied 
research and consulting organization, similar to an industry analyst firm. SOA is 
one of their research practices, and they also provide consulting services to 
assist clients with their SOA initiatives.  

However, most of the above examples are small to medium-sized consulting 
firms that have built a business by specializing in specific areas. There are also a 
number of large professional services organizations that position their SOA 
offerings as a core part of a comprehensive professional services offering. In 
Capgemini’s case, for example, SOA is a “standard” part of everything they do. 
Since they have a history of emphasizing a Service-oriented or adaptive 
approach, they have been able to hone their SOA expertise for many years. By 
combining their adaptive, Service-oriented approach with their soup-to-nuts 
service delivery capability, they have been able to roll out vertical industry 
specific SOA business solutions in the context of specific business pain points. 
Keane has also been able to leverage SOA across its seven core business lines, 
which include application, architecture, enterprise application, testing, 
infrastructure, program and performance management, and business 
transformation services. All of these areas, with the exception of enterprise 
application (i.e., packaged application) services, include SOA offerings.  

Finally, PricewaterhouseCoopers (PwC) adds an interesting twist to the story, 
since they are prohibited from offering IT consulting as a result of their non-
compete with IBM that dates from their sale of their consulting arm. As a result, 
they don’t market SOA professional services per se. Instead, PwC targets specific 
business issues with a range of advisory-based services and capabilities, which 
incorporate Service Orientation concepts. PwC has incorporated SOA into their IT 
effectiveness offerings, which include demand management (managing services 
from a business perspective), enterprise architecture optimization, outsourcing 
advisory services, data management, architecture, data governance, business 
intelligence governance, risk and compliance (development of real time 
compliance solutions), and financial effectiveness (specifically financial 
reporting). 

2.2. SOA Expertise 

Every firm that this report covers has significant SOA expertise, but there are 
some patterns that emerge regarding how the various firms organize and focus 
their SOA skills. Many firms, including HP, IBM, and Software AG, offer SOA 
competency centers, typically in multiple geographies. Software AG’s SOA 
competency center, for example, offers a readiness assessment, a maturity 
assessment, as well as SOA discovery and lifecycle services.  

Another common theme across several SOA consulting firms is that the usage of 
SOA is so broad within their offerings that SOA no longer remains a distinct 
offering. Online Business Systems for example, doesn’t have a “SOA team” per 
se. Instead, they have a SOA and integration practice with leaders who drive the 
best practices and deliverables for the organization. Likewise, at MomentumSI, 
SOA is their core competency, so their SOA offerings are strategic, and therefore 
are their lead offerings for their enterprise-focused business. Their SOA offerings 
provide a mix of services, methodology, and training. 

But perhaps the most common pattern in SOA expertise is a combination 
business focus/architecture/implementation story. Anexinet’s SOA expertise, for 
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example, ranges from strategy management skills that help clients be successful 
with SOA both from a financial and technical perspective. Their offering includes 
the identification of key business processes that will benefit from automation via 
Service enablement, as well as providing the technical skills to build Services on 
a variety of platforms including the BEA Systems AquaLogic, IBM WebSphere, 
RedHat JBoss, and Microsoft. 

2.3. Challenges in SOA Consulting 

While SOA has emerged as a major IT trend, there remain significant barriers to 
adoption and sales that prevent widespread adoption and traction within the 
professional services and consulting customer bases. 

In spite of the great progress SOA consulting firms have made over the last five 
years, there remain several challenges that these firms face on a day-to-day 
basis. Perhaps the greatest challenge is that the hype surrounding SOA often 
outpaced the true returns of SOA initiatives to date. Statera, for example, finds 
that there is so much hype around SOA that on the one hand, the business 
expects it to be a panacea, while on the other hand, many companies implement 
Web Services and incorrectly claim they’ve done SOA. This marketing overdrive 
has impeded the ability for many consulting firms to effectively offer SOA 
solutions and market them to their audience. 

HP also reports significant confusion around SOA. As a result, they spend a 
significant amount of time on education and presales activities. HP also finds 
that there are differences among the approaches companies take to adopting 
SOA in different countries, which also presents a challenge. Some companies, for 
example, start with business processes, while others take a bottom-up, systems 
perspective. 

The consulting firm e-brilliance has found that buy-in from business sponsors for 
shared Services investment is also a primary challenge for them, especially when 
technologists drive the SOA discussion. The lack of understanding of the SOA 
value proposition among the business community as well as a lack of 
understanding of Service Orientation among the corporate IT and enterprise 
architecture community also act as significant roadblocks for their customers. 
Network Effects also finds that clients often don’t understand the value of a SOA 
approach and misunderstand the complexity involved. 

Staffing also presents a common challenge for SOA consulting firms. AgilePath 
reports that their greatest challenge is staffing their engagements with 
experienced SOA strategists and architects. Such experience is in great demand, 
leading them to offer training as well. MomentumSI also credits the acceleration 
of SOA adoption in the enterprise with generating significant demand for their 
services as well as training. Finding talented consultants with relevant SOA 
experience is becoming increasingly difficult and costly for MomentumSI as the 
market heats up. 

WM-data stands alone with their core challenge: how to compete with vendors 
who offer non-SOA solutions at a lower price than SOA-based solutions, and how 
to justify the cost of SOA infrastructure components, especially when the scope 
of the project at hand is departmental. Perhaps WM-data’s experience is unusual 
because they serve a European government clientele. 

2.4. SOA Methodologies 

Regardless of the above challenges, many consulting firms are forging ahead 
with their SOA offerings. Most of the firms in this report have developed explicit 
SOA methodologies, and in many cases, they have branded their particular 
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approach to SOA. IBM Global Services, who perhaps has the largest SOA 
consulting team in the world, offers an extensive set of SOA best practices, 
including Service-Oriented Modeling and Architecture (SOMA), which lays out 
modeling and abstraction best practices for Service specification, as well as the 
Service Integration Maturity Model (SIMM), which describes various levels of 
maturity for the business, methods, applications, architecture, and infrastructure 
views of SOA. HP’s Consulting and Integration (C & I) division also has a maturity 
model they call the SOA Maturity Model, which also provides various maturity 
levels for various SOA domains, adding program management, governance, 
operations, and people to the mix. 

Even though the goal of BEA Systems’ consulting arm is to support their software 
customers, they have built an extensive SOA methodology they have based on 
their Domain Model for SOA. BEA’s Domain Model includes organizational, 
financial, operational, design and delivery practices within six distinct domains. 
Keane also provides an evolutionary reference framework for describing the 
maturity of a SOA environment, which includes current state, rationalize, 
optimize and transform phases. The rationalize phase includes planning and 
initial implementation of select Services, applications and infrastructure 
components. Optimize involves rolling out Services across the enterprise, as well 
as orchestration of Services, infrastructure implementation, and business 
process optimization. The transform phase drives business value across the 
organization. 

Many of the smaller firms have specific methodologies that depend upon their 
individual specialties. For example, Network Effects focuses on the abstraction of 
Services, leveraging the Web Services Business Process Execution Language 
(BPEL) as appropriate. Network Effects then addresses BPEL’s limitations with 
iterative domain modeling techniques that lead to proper abstractions that ease 
the Service change process at the BPEL level. Similarly, Satyam has their own 
methodology for Service decomposition that enables them to identify the nature, 
scope, and granularity of each Service. Semantic Arts also has a methodology for 
finding and defining useful shared Services. They then build a semantic model 
that drives the specification of coarse-grained Services.  

Other firms leverage different artifacts or capabilities in their methodologies. 
Statera, for example, leverages Agile Methodologies like Scrum and Extreme 
Programming. AgilePath has published two core methodology artifacts: The SOA 
Playbook, a methodology that leads a company along the SOA journey, and The 
SOA Governance Playbook, which defines a governance strategy with an 
associated implementation plan. Other examples include MITRE, who is building 
a Service Definition Framework for the US Department of Defense that specifies 
the metadata that should go into Service contracts, and SystemicLogic, who 
offers an organizational readiness service that focuses on the cultural aspects of 
the transition to SOA, rather than the technical aspects of the transition. 

2.5. Typical SOA Engagements 

As a result of the above challenges in SOA understanding, the clear pattern with 
today’s SOA projects is that they are generally business-focused, in that they 
begin with some focus on business process or requirements. Alphacourt, for one, 
engages with business sponsors at the process understanding and modeling 
phase. After training workshops, they craft a pilot project that delivers business 
benefit. Only at that point do they help the IT department develop SOA to support 
the business. Finally, they deliver the necessary business Services using 
appropriate middleware. 
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Using their SOA Playbook, AgilePath leads clients through business discovery, 
development of the SOA vision and mission, analysis of the current Services and 
IT architecture, definition of a SOA technical roadmap, creation of the 
governance IT organizational models, and development of the outline of 
implementation activities. The second phase then includes the implementation 
of the roadmaps they defined during the strategy exercise. 

Since MomentumSI’s core strengths are technical, most of their SOA projects 
begin with IT strategy, including a focus on infrastructure selection, infrastructure 
implementation, and education for architects, designers, analysts, programmers, 
testers, and operations personnel. Typical projects include proof of concept and 
pilot projects that allow for mentoring and knowledge transfer. At that point, 
typical projects include requirements definition to build the business case, use 
cases, and service/process models; interface, policies, and deployment 
definition; test plan development; and managed implementation. MomentumSI’s 
SOA projects also include a governance component. 

SystemicLogic’s projects also tend to focus on helping clients understand SOA 
concepts, construct their version of SOA, formulate the business case for SOA, 
and then assist with technology identification and selection. They also assist 
organizations with SOA proof-of-concept initiatives as well as defining necessary 
organizational changes for SOA implementation. This focus on organizational 
issues includes the creation of governance models and organizational structures, 
changing the mindset of developers, defining roadmaps, and funding of Service 
development. 

III. Enterprise Buyers and Solution Partners for SOA Consulting Firms 

In attempting to understand the current state of the SOA consulting market, 
ZapThink asked the participants in the survey the nature of their customer 
buyers, the vendors they partner with, and the scope of their current 
engagements. We then asked participants to describe their clients by industry 
and type of project, as well as expand on current SOA engagements and the 
pattern of engagements they were seeing among their clients. Finally, ZapThink 
inquired about the participants’ partnerships with software vendors as well as 
with other professional services firms. 

3.1. Who Buys SOA Consulting? 

Perhaps the most surprising result of this report is the determination that few 
enterprises are buying SOA by name. SOA faces two fundamental challenges 
among business executives who might fund such initiatives. First, the business 
generally perceives SOA as a technical concept, and second, architectures do not 
provide direct business benefits. As a result, the firms in our survey generally 
focus on selling to the business a variety of business solutions, depending upon 
their individual specialties, and as such, few lead their sales efforts with SOA. 

MW2 Consulting is a prime example of this trend. They have unquestionably 
discovered that companies do not budget for or pay for SOA projects directly. 
Rather, MW2 uses its SOA expertise on traditional complex system integration 
projects which results in lower cost, faster time to market and increased quality. 
While MW2 Consulting gets many inbound inquiries for SOA-specific projects, 
they find that even though IT is enamored of SOA, few businesses have the 
budgetary or executive interest to buy it. Instead, their clients are looking for the 
benefits of SOA: process-based solutions and reduced cost and complexity of 
integration. Similarly, the consulting firm Definition 6 reports that they don’t sell 
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SOA as such directly to customers, because they have found that buyers aren’t 
interested.  

Even large firms like Accenture that have announced a substantial investment in 
SOA capabilities reflects this trend. Accenture begins their SOA conversation with 
the CIO, but moves toward a discussion of the business case, endeavoring to 
involve line of business executives. They have found that SOA doesn’t represent 
a distinct and disconnected approach to IT, but rather an evolution of the 
operational model between business and IT. According to Accenture, executives 
are loathe to concern themselves with discussions of architecture, which they 
relegate to technology part of their organization, so Accenture must focus on 
process optimization as a strategic enabler of the business. In fact, business 
executives had generally ceased considering process optimization over the last 
decade, as the business increasingly looked to packaged applications to provide 
value. However the particular applications in place didn’t improve the overall 
business practices and processes, but rather merely implemented the business 
processes as they existed in the enterprise. By leveraging SOA, business leaders 
are now able to focus on the business aspects of process, and increasingly 
expect IT to rise to the occasion. 

As a result of the de-emphasis on the technology component of SOA and the 
desire to curry to the favor of the part of the organization with budget and 
interest, the main buyer of SOA-based initiatives has shifted toward the non-
technical, business part of the enterprise. For example, Keane’s clients range 
from business line VP, CIO/COO, IT VP, to regional presidents. Similarly, a typical 
SOA project for TasmanAve includes a Fortune 500 CIO or COO, an enterprise IT 
executive, and several analysts. They spend a significant amount of time 
analyzing business needs, and leverage SOA as a tool for satisfying the particular 
business need.  

3.2. Current State of SOA Consulting Engagements 

ZapThink’s research has shown that there is clearly extensive SOA activity taking 
place around the world, and has also uncovered the fact that while some 
organizations have built out extensive SOA implementations, most organizations 
are still in the early stages of their SOA efforts. The customers of many of the 
firms we surveyed echoed this pattern. For example, most of the SRL Group’s 
customers are in the first stages of SOA implementation. They are investing in 
the transition from point-to-point integration to loosely coupled Services. A small 
number are building reliable and discoverable Services, but the majority of SRL 
Group’s clients are working on finding the right tools to implement their 
governance framework and to manage their Services. Similarly, most of 
Alphacourt’s SOA clients are still in the strategy and proof of concept phase. 
Other companies are retrofitting an SOA strategy onto component or Web 
Services-based implementations. 

Geniant has also found the same trend to be true. Most of their clients are 
initiating training and consulting projects, primarily for advice and guidance 
around SOA, while a few have been working with Geniant for years and have 
many systems in production. Infosys has also found that many clients have 
engaged in SOA pilots over the past year. This year many of these pilots are 
moving to the roadmap definition phase. Infosys notes, however, that 
organizational and governance issues are restricting a majority of their clients 
from implementing strategic enterprise-wide SOA deployments. Instead, a 
significant number of Infosys’ clients are focusing on SOA-based integration 
deployments rather than strategic, business process-focused deployments.  
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There are also a small number of early adopters who had experimented with SOA 
over the last five years, and are now looking to rework their SOA implementations 
in light of current best practices. MomentumSI, in fact, has a small number of 
clients who are working on such second-generation SOA initiatives. These 
companies have already found some success with SOA on particular projects. 
However, they now realize the level of depth and breadth of SOA’s impact on 
their organizations and are now expanding their initial effort. 

3.3. The SOA Consulting Partner Landscape 

While it is true that SOA is not something companies can buy from a product 
vendor, it is also the case that proper implementation of a SOA project requires 
the use of certain tools and infrastructure. As such, many of the firms surveyed 
have relationships with tools and technology vendors. The primary pattern of 
partnerships among the surveyed firms is a tendency toward informal over 
formal alliances. Many firms report that they maintain a vendor-neutral stance 
with respect to both software and hardware vendors, yet they do partner in an ad 
hoc manner with a number of vendors in the SOA space. Large vendors such as 
IBM, Microsoft, BEA Systems, Oracle, SAP, and Sun Microsystems top the list of 
both ad hoc as well as formal partners, but many of the smaller SOA vendors 
frequent the lists of partnerships as well, including AmberPoint, Composite 
Software, Fiorano, Forum Systems, Infravio, LogicLibrary, Mercury Systinet, 
Mindreef, Reactivity, SOA Software, Software AG, WebLayers, and WSO2, to 
name a few.  

Often, consulting firms also partner with each other to accomplish their SOA 
efforts. For firms serving the US Department of Defense and other branches of 
the US Government, the projects can be so large that bringing in subcontractors 
is routine, and such partnerships do impact many of the SOA projects in the 
Federal Government (Arc Aspicio is an example of such a subcontractor). Outside 
the public sector, however, such partnerships are more opportunistic. The 
shortage of qualified Service-oriented architects does lead to occasional 
subcontracting, but as a rule the firms involved do not like providing too much 
detail on this practice, as they don’t want their customers to believe that the 
firms are selling capabilities that they do not have in-house. 

Such subcontracting, when it does take place, typically involves a large firm 
bringing in a smaller boutique firm. However, there are also certain situations 
where smaller firms team up to deliver more complete SOA offerings to their 
clients. The partnership between the Voyant Group and e-brilliance is the best 
example of this situation. The Voyant Group provides architectural skills, while e-
brilliance offers implementation and training capabilities. e-brilliance also 
subcontracts to IBM Global Services as well. 

IV. Trends in SOA Consulting 

Perhaps the most interesting results from this research concerns the broader 
trends in the marketplace. Single anecdotes often don’t reveal such trends, but 
by putting together dozens of stories, several patterns emerge. This section 
delineates and analyzes the patterns in the results. 

4.1. Business Focus for SOA 

The most significant set of trends in today’s SOA consulting marketplace center 
on the business focus for SOA planning and implementation. As Section 3.1 
above pointed out, business executives aren’t buying SOA as a rule, so SOA 
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consulting firms have to lead with something else, namely, business solutions of 
various types.  

4.1.1. SOA Pervasive yet Secondary 

Because most SOA consulting firms must focus on business solutions to drive 
their respective businesses, it’s natural that the firms we surveyed offer a wide 
variety of different solutions. However, even though the solution focus 
differentiates these companies widely, SOA is still the common thread across 
most of their offerings. In fact, SOA is more prevalent than ever among 
consulting firms’ approaches, as they are all getting up to speed on SOA, and 
there are no viable alternatives available.  

Many firms take a position on SOA similar to Hitachi Consulting, who positions 
SOA as part of an overall solution, which might focus in their case on supply 
chain optimization, business intelligence, data quality, or another business-
focused engagement. Capgemini also positions SOA as a core part of their 
architectural approach. Capgemini’s view is that everyone is on the SOA team, 
because SOA represents a broad change in how people think about business and 
IT.  

Smaller firms are more likely to have a narrower focus. City Practitioners, for 
example, delivers business process-driven solutions for the financial services 
industry. Such problem areas lead to architectural issues, which provide the 
context for SOA. City Practitioners finds that SOA is a low priority for the CIO, who 
is more likely to be interested in building a reusability strategy. As a result, they 
sell SOA as an enabler for reusability. 

Similarly, Arc Aspicio provides technology advisory services to government 
agencies, but they provide consulting from a business process perspective. For 
them, technology is a means to a business goal, and SOA is a way to streamline 
business processes. Another vertical industry-focused firm is XWebServices, who 
offers HIPAA compliance solutions that leverage SOA for the healthcare industry, 
but they don’t position the engagements as SOA engagements. The bulk of their 
SOA work focuses more on business analysis than implementation. 

SentientPoint’s specialty, in contrast, is business modeling. They leverage their 
business process management expertise to help their clients decompose 
business processes. The end result are detailed UML models, which they turn 
over to another firm for implementation. But while many of the smaller firms 
each approach their clients with a particular area of expertise, D. Callingham & 
Associates probably summed it up best: SOA is simply part of doing the job. 

4.1.2. Rise of SOA-Related Management Consulting 

ZapThink has long explained that SOA—or more broadly, Service Orientation—is 
more of a business concept than a technical one. Unfortunately, most business 
executives are still unclear on this perspective. Nevertheless, several of the SOA 
consulting firms on our list have found that SOA consulting is really a form of 
management consulting, more so than IT consulting. 

AgilePath and PricewaterhouseCoopers are possibly the most obvious examples 
of this trend. AgilePath leverages their books and associated methodologies in 
the governance space to bring governance solutions to their clients, and PwC 
leverages their deep experience in business advisory within their SOA advisory 
efforts. BearingPoint also combines management consulting and technical 
consulting within its SOA efforts. They divide their SOA effort into policy and 
strategy; people and organizations; process improvement and modernization; 
governance; and architecture. It’s important to point out that the first four are 
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entirely business-focused, and the fifth, architecture, bridges the gap between 
business and technology. 

Schumacher Partners is a smaller firm that combines business process 
consulting with SOA consulting. They offer workshops in strategy development 
and change management, focusing on barriers particular to SOA and business 
process reengineering. Daugherty Business Solutions also combines business 
process and SOA consulting within their Business Solutions Framework, which 
includes a framework for starting with the business strategy and ending with 
completed solutions. Another example of this trend is Statera, who positions 
itself as both an IT and business consultancy. Statera offers SOA business 
strategy, ROI justification, and change management services. They also offer 
their Business Value Framework, which allows them to take strategic goals, 
prioritize the solutions and build consensus among the key SOA decision makers.  

4.1.3. Product-Centric SOA 

With companies like BEA Systems, IBM, and Software AG on our list of SOA 
consulting firms, it should come as no surprise that several of our surveyed firms 
have product-centric SOA consulting offerings. Some of the connections between 
products and services are direct, as with BEA who explicitly states that the goal 
of their SOA services offerings are to promote license revenue. SOA Software 
also points out that they are primarily a product company. They maintain the 
expertise necessary to ensure the successful implementation of the product for 
their clients, which means that they offer broad SOA consulting capabilities, even 
though their primary focus is on their product business. 

The connection between product and services for Software AG, IBM, and also HP 
is less direct. While each of these vendors encourages synergy across their 
product and services divisions, in each case the product division works with 
third-party consulting partners, and the professional services division has 
capabilities and offerings that go beyond their own software and hardware.  

In particular, HP’s SOA offerings include end-to-end SOA services, as well as HP 
OpenView SOA Manager and Business Process Insight management software, 
plus server and storage products. HP’s C & I group works with customers to help 
them select the best combination of products and services to support their SOA 
requirements. In addition, they help clients leverage their existing investments by 
working with them to choose and implement the most appropriate middleware 
for their environment. 

In contrast, Avanade is somewhat of a special case, as they are a joint venture 
between Accenture and Microsoft. Avanade’s primary software vendor partner is 
Microsoft, and Avanade is the only global system integrator of its size (nearly 
5,000 professionals) solely focused on the Microsoft platform. Avanade’s SOA 
solutions are based on the Microsoft .NET Framework and their development 
efforts involve Windows (XP and Mobile), Visual Studio (including Team System), 
BizTalk Server, SQL Server, Office System, and Windows SharePoint Services.  

Among smaller SOA consulting firms with product-centric offerings, Lydian 
Technology Group’s flagship offering is their Integrated Data Hub, which is an 
ESB they have targeted at mortgage lenders to allow them to manage and 
process data to and from internal and external systems. eSigma’s flagship 
product is eSigma.com, which is a global repository for Web Services based on 
UDDI. They catalog their clients’ portfolios of Web Services to integrate them into 
existing SOA tools and technologies. 

Modhelus also has a vertical industry-specific product offering. They have 
developed a product leveraging SOA principles that manages cashiers in banking 
institutions, as well as an ESB product that grants access to existing 
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technologies and allows the integration of their products with the client’s. 70% of 
Modhelus’ revenue is in product sales, and 30% is in consulting. And finally, 
TasmanAve’s flagship product is their Sonata Experience Server, which facilitates 
context-based SOA consumption as part of their professional services offering, 
which takes their clients through the process of crafting a SOA plan that 
responds to business needs through context-based consumption of Services. 

4.2. Growth and Trends of SOA Project Engagements 

One of the most significant data that ZapThink collected in this survey was the 
average deal size for SOA engagements. Most of the current engagements are in 
the six and seven figure range. While it is likely that firms with smaller average 
projects simply chose not to report that information, the fact remains that many 
SOA projects are quite substantial in size. The real question is how the average 
deal size for SOA projects will grow or change over time.  

In order to answer that question, it is important to realize that SOA projects 
encompass a range of different activities, each providing different value to end-
user firms and as a result, resulting in different deal sizes. Figure IV-1 below 
outlines current deal sizes for SOA consulting firms based on the specific project 
type: 

Figure IV-1: Average SOA Consulting Deal Sizes 
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As the SOA market matures, ZapThink expects these deal sizes to consequently 
change and grow as the number of such projects deployed at a single 
organization grows and the predictability and repeatability of such projects also 
increase.  

The most significant trend in the SOA consulting marketplace, however, appears 
in Figure IV-2 below. As SOA best practices become broadly accepted within IT, 
ZapThink expects the percentage of IT projects overall that leverage Service 
Orientation best practices to continue to grow over time, and those best 
practices will soon become ubiquitous. However, the number of named SOA 
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projects—those IT projects that the business has specifically undertaken to plan 
or implement SOA—is a far smaller percentage than those projects that leverage 
Service Orientation best practices as part of an IT project with an express 
business goal distinct from SOA. 

Figure IV-2: Service Orientation Projects as a Percentage of all IT Projects 
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Furthermore, ZapThink expects the percentage of IT projects that are named SOA 
projects to reach a maximum in the 2007 timeframe, and then gradually 
decrease as Service Orientation best practices become an expected, routine part 
of IT projects more broadly. 

4.3. Maturation of SOA Best Practices 

Another set of trends that appeared as patterns among the surveyed firms 
centered on the particular activities each firm engaged in. Now that SOA 
consulting is maturing, several areas of best practices are firming up, and as a 
result, there is increasing similarity across the activities each firm conducts. 

4.3.1. SOA Assessments Fully Developed 

How each firm handles advanced SOA initiatives tends to vary widely from 
company to company for those firms whose clients have such initiatives, but for 
the earlier phases of SOA engagements, the set of offerings don’t vary much 
among consulting firms. In particular, quite a number of firms are offering 
detailed SOA assessments. For example, HP’s SOA assessment helps their 
clients develop a roadmap to guide the adoption of SOA across their enterprise. 
They also conduct SOA agility assessments, which incorporate customer and 
industry information in the areas of business agility, maturity, return on IT 
investment, and architecture. Similarly, Tier1 Innovation’s SOA assessment 
analyzes an enterprise’s SOA efforts to date, and enables them to offer advice on 
an incremental SOA roadmap as well. 

Geniant focuses their SOA assessment offering on areas that have the greatest 
potential for improvement by adopting SOA. Their assessment report delivers ROI 
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models, an organizational readiness assessment, and a detailed roadmap. 
Statera has also developed an assessment methodology focused on a 
combination of workshops, detailed analysis, design reviews, and skills reviews. 
They develop a strategic implementation plan with specific tasks and 
measurable results. Similarly, Hitachi Consulting’s SOA assessment enables 
them to understand the current environment in order to define the scope, 
approach, rough order of magnitude, business case, key performance indicators 
and resources for a SOA initiative.  

Some consulting firms construct their assessments utilizing artifacts they base 
on their own intellectual property and methodologies. MW2 Consulting, for 
example, uses their MW2 SOA Blueprint for SOA assessments that determine the 
maturity level of an organization and how to increase their maturity level for the 
business using SOA as an enabler. Similarly, BEA Systems uses their Domain 
Model for both their exploration phase, which includes self-assessments, as well 
as more formal SOA assessments as part of their planning and design services. 
Other firms with detailed SOA assessments include Anexinet, Capgemini, SOA 
Software, and Summa Technologies. 

4.3.2. Greater Attention to Governance and Quality 

SOA governance rapidly became a hot-button issue in the 2005 to mid-2006 
timeframe, and SOA quality is fast becoming one of the next critical issues that 
enterprises, consulting firms, and vendors alike must face when implementing 
SOA. It’s not surprising, therefore, that SOA governance as well as quality are 
core to many SOA consulting offerings.  

Many firms are leading the SOA governance charge, in particular AgilePath, with 
their book on SOA governance. AgilePath is leveraging their thought leadership 
and intellectual property as a playbook or reference model for their SOA 
governance engagements. In fact, they’re finding that governance is a door 
opener for broader SOA engagements among their clients. 

PricewaterhouseCoopers is also finding that their clients are often paying 
insufficient attention to perceived peripheral SOA issues such as data 
governance. In fact, most of PwC’s SOA projects relate to governance, risk or 
compliance-related business challenges in one form or another, with 
implementation blueprints being a key deliverable. Gen-i also identifies 
governance as among the greatest challenges that clients face at an early stage 
of their SOA initiatives. TeamSOA sees that the lack of management or 
governance policy results in inconsistencies in approaches, which leads to a lack 
of interoperability and limited reusability. Geniant also reports a dramatic shift in 
SOA discussions around the mid-2005 timeframe, with conversations shifting 
from Service enabling existing functionality toward business value-driven SOA 
engagements that required governance. As a result, Geniant offers a 
governance/best practices offering where the client’s business management 
sets the direction of the engagement. 

Many consulting firms’ SOA governance efforts focus on particular parts of the 
governance problem. Avanade’s SOA governance efforts focus specifically on 
who has control in the organization and policy issues around Services. Hitachi 
Consulting focuses on identifying the change agents in an organization and 
putting people and processes in place for the future state of the SOA-enabled 
environment. IT governance and organizational change management also have a 
significant impact on their clients’ SOA roadmap. Infosys has branded their SOA 
governance offering as INDIGO: INfosys Design for IT organization GOvernance, 
which is an overarching IT governance framework fine-tuned for SOA governance. 
INDIGO relies upon the notion of separation of concerns between the supply and 
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demand centers within a SOA implementation. Other professional services firms 
with SOA governance offerings include HP, MphasiS, and ProSolveIT. 

While SOA quality currently garners less attention than governance at the time of 
this report, some firms have distinguished quality for SOA from more traditional 
quality offerings. Avanade, for example, completes a rigorous envisioning phase 
to ensure that requirements are captured and tracked as the project progresses. 
In addition, TeamSOA provides training and education on SOA for quality 
assurance (QA) teams. Their QA guideline involves verifying Web Service 
functionality using Mindreef SOAPscope, and capturing Web Service requests 
and responses into workspaces which they can play back for regression testing. 

4.3.3. Offshoring for SOA Skills 

Offshoring, the delivery of IT capabilities in geographies that result in lower cost 
of implementation, continues to be a significant trend among consulting firms. 
The offshoring movement is much broader than SOA, of course, but this trend is 
unquestionably strong in the SOA consulting world as well. In addition to India-
based Infosys, MphasiS, and Wipro, who each have offshoring as a core business 
offering, several of the other surveyed firms have offshore resources as well. The 
larger players like HP and IBM have global consulting teams, and leverage the 
different economics of the regions they cover to provide cost-effective SOA 
services to their clients. 

Satyam’s headquarters are in Virginia, but they consider themselves to an India-
based firm in the portal, integration and grid computing space. Their India team 
has more than one thousand consultants, and SOA is an integral part of this 
team. For certain engagements, Hitachi Consulting leverages Satyam as their 
offshore development partner. Kanbay also has a global sourcing model, and 
XWebServices actually has an offshore development group in Romania. Avanade 
is also finding that an increasing amount of their SOA implementation efforts 
take place using a multi-site delivery model through their global delivery network 
in India and the Philippines. Such multi-site delivery can also bring additional 
cost benefits for the customer. 

4.3.4. Portfolio Approach to SOA 

Taking an iterative approach to SOA is a core best practice, as such an approach 
lowers the risk of any IT project with shifting or poorly understood requirements—
a condition characteristic of most organizations pursuing SOA. Most of the 
surveyed firms do take iterative approaches to their SOA engagements, whether 
by leveraging a formal iterative methodology like the Rational Unified Process or 
Extreme Programming, or through an informal iterative approach. Some firms, 
however, have taken iterative delivery to the next level, incorporating their 
implementation approach into their clients’ portfolio management processes. 

Portfolio management handles resource, budget, and scheduling constraints 
across multiple projects over time. For many organizations, considering their SOA 
initiative to consist of multiple, discrete projects is an effective way of managing 
risk. In essence, these companies are iterating on a project-by-project basis. 
Among the consulting firms who are taking this iterative portfolio management 
approach to strategic SOA initiatives are Geniant, who recommends that their 
clients transition to SOA incrementally, with a focus on ROI. Geniant does not 
advocate a single project with a monolithic deliverable. Instead, they break 
programs into small projects with short delivery cycles so that the entire 
development process is iterative at the task, project, and program levels. Keane 
has also found that a typical SOA engagement consists of a set of projects to 
deliver an SOA-based environment. Similarly, Semantic Arts offers a portfolio 
approach to SOA projects where they are able to break up a large IT project into 
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smaller individual projects. They also establish a program owner’s office for their 
clients.  

4.4. SOA Substance vs. SOA Hype 

SOA best practices have clearly become established at consulting firms, 
enterprises, and governmental organizations alike, but the fact still remains that 
substantial confusion persists in the marketplace as well. There’s no question 
that the level of confusion over SOA and associated best practices has 
diminished over the last few years, but nevertheless, plenty of confusion 
remains.  

4.4.1. ESB Backlash 

The term Enterprise Service Bus (ESB) emerged in the early part of this decade 
as a way of referring to specific infrastructure capabilities for SOA delivery. 
However, for the most part, the ESB term became a marketing catch-all that 
describes products with a wide range of capabilities. Originally describing XML-
enabled messaging systems, Gartner soon picked up the term and proclaimed 
that it referred to a combination of SOA and event driven architecture (EDA), in 
spite of the fact that these two concepts are not distinct, since SOA should be 
event-driven. At that point the ESB term became a “must have” for every 
middleware vendor and SOA player that had a runtime aspect to their SOA 
offering. By 2003, even more vendors decided to use the term and applied it to 
their own integration products, even though such products were often quite 
different, the only qualities in common being integration and support of Web 
Services. 

The vendor hype surrounding ESBs had been very effective through 2005 in 
convincing organizations that they needed an ESB to implement SOA. Many such 
organizations were looking for a quick-fix solution, and the vendors and some 
analysts were happy to tell them that an ESB is all they needed to get “instant 
SOA.” Unfortunately, the ESB term caused much confusion among end-users 
who were still struggling to understand SOA as a whole. For many, the ESB 
represented little more than additional middleware to add to their existing 
middleware investments, and for those firms, the ESB was typically a poor 
starting point. ZapThink believes that an ESB, by itself, doesn’t encourage good 
SOA behavior. Rather, companies need to improve their overall approach to 
enterprise architecture, instead of adding more middleware or other integration-
centric technology.  

In 2006, fortunately, many organizations have been getting wise to the vendor 
hype, and as they understand SOA best practices better, they are coming to 
realize that the role of an ESB within a SOA initiative is a secondary concern, and 
in many cases, an unnecessary investment altogether. There is no question, 
however, that this issue is still quite controversial, with strong opinions on both 
sides. The reports from our surveyed firms on the current thinking on ESBs, 
therefore, is quite telling.  

Geniant, for one, struggles with the ESB vendor landscape, especially those 
integration middleware vendors that have relabeled their older products as ESBs. 
They find that one of the greatest challenges in the marketplace today is the 
misuse of SOA integration patterns and terms by the product vendors. Geniant 
educates their clients that EAI and SOA are two very different approaches to 
solving the challenge of application integration, and that buying an EAI tool does 
not create SOA. The ESB term has only exacerbated this challenge. Geniant 
realized early in the rise of the ESB market that most of the products in this 
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segment had little to do with SOA, and those that did had wildly different feature 
sets.  

Online Business Systems has also noted that as executives more widely accept 
SOA, many vendors have rebranded their product offerings under the SOA 
banner. When working with their clients, these product vendors distort the true 
message of SOA to best fit their product offerings. As a result, these clients are 
being sent mixed messages. Infosys has also found many clients treating SOA as 
nothing more than the next level of integration by deploying an ESB. Keane and 
e-brilliance also call out clients who perceive that SOA equates to a given 
technology product like ESBs, or how many ostensible SOA efforts are little more 
than middleware shell games as companies look to ESBs and traditional 
middleware projects to drive their SOA initiatives. 

4.4.2. SOA Exaggerations and Misinterpretations 

Since consulting firms are in the business of providing best practice expertise to 
clients who lack such capabilities internally, it might be reasonable to assume 
that the firms we surveyed for this report all had a firm grasp of what SOA was 
and how best to design and implement it. Unfortunately, there were enough firms 
with a lack of understanding of SOA and its associated best practices for us to 
consider this trend significant within the marketplace. We explore some of these 
exaggerations and misconceptions in this section, leaving the company names 
out to avoid pointing the finger, but rather to emphasize where improvement 
opportunities remain. 

In fact, some of the surveyed firms still confuse Web Services and SOA. One firm 
misidentifies the use of Web Services as necessarily showing interest in SOA. 
Another firm confuses SOA with a synchronous Web Services technical 
architecture, distinguishing it from event-driven, asynchronous approaches. 
Under this interpretation, customers who email WSDL files to each other 
participate in the Web Services architecture, while companies looking for 
complex event processing are unable to take advantage of the benefits of SOA. 

A second area of confusion is in conflating integration with SOA. One firm 
describes themselves as purely an integration company, yet believes that SOA 
covers the product and services mix that they offer. They have essentially 
rewritten their corporate history, stating that they now have a ten-year history in 
deploying SOA technologies, which to them means middleware and APIs. They 
also state that they take a bottom-up approach to SOA, focusing on middleware 
implementation. Another firm offers an integration backbone which acts as a 
shared messaging layer for connecting applications and other Services, yet they 
aren’t clear on the distinction between the two. They believe that offering a core 
asynchronous messaging backbone with intelligent transformation and routing 
constitutes SOA. 

There is also a firm that has an “ESB mindset” for their SOA-named efforts, 
confusing loose coupling at the Web interface with SOA. This confusion is similar 
to another firm’s, who creates platform-specific “SOA backbones” for their 
clients. These backbones do enable the development, deployment and execution 
of composite applications and also accelerate the modeling and automation of 
business processes, as well as enabling the cheaper and faster enterprise 
application integration (EAI), but implementation of such backbones is 
nevertheless not sufficient for implementing SOA. And finally, one firm believes 
that SOA is platform specific. Apparently they are confusing SOA with the Web 
Services technical architecture that incorporates the Web Services specifications 
under the WS* appellation. 

Many product 
vendors distort the 
true message of SOA 
to best fit their 
product offerings. 

Many ostensible SOA 
efforts are little more 
than middleware shell 
games. 

 Decision Point 

Some of the surveyed 
firms confuse Web 
Services and SOA. 

One area of confusion 
is in conflating 
integration with SOA. 



 SOA Consulting: Current Market Trends  September 2006 

Copyright © 2006, ZapThink, LLC 25 

ZapThink, LLC  108 Woodlawn Rd, Suite 200  Baltimore, MD 21210  info@zapthink.com  www.zapthink.com 

The core mistake that such firms are making is in confusing architecture with 
implementation. SOA is architecture, which consists of best practices and the 
discipline to follow them. No software product provides SOA for an organization – 
rather, it is up to the organization to use all the tools at their disposal to 
implement SOA. Furthermore, SOA isn’t really about integration, either. SOA is a 
way of organizing IT resources to provide flexible, composite applications 
composed of loosely coupled business Services. Integration is ideally a byproduct 
of such composition, but is not the point of SOA. Firms who are in the business of 
offering integration solutions occasionally miss this point, frequently renaming 
their integration offerings as SOA offerings without adding architectural best 
practices beyond their core integration capabilities that they bring to their clients. 

V. The ZapThink Take 

The current state of SOA consulting is a study in seeming contradictions: even 
though enterprises aren’t buying SOA, there’s more SOA going on in the 
enterprise than ever before. Consulting firms are realizing that SOA solutions 
should focus on business problems, but business executives generally relegate 
SOA to IT. As architecture, SOA is about best practices and discipline, but many 
firms put products and technology first in their SOA engagements.  

The big picture surrounding these contradictions, however, is one of a maturing 
marketplace. The business value proposition for SOA is finally crystallizing, as the 
rise of SOA-related management consulting and an increased focus on 
governance illustrate. SOA assessments are now established best practices. 
Furthermore, a broad range of vertical industries are implementing SOA, not just 
the early adopter industries. But perhaps the most telling indicator that SOA is 
maturing is that SOA best practices are becoming increasingly taken for granted. 
True, there remains plenty of confusion, but far less than only one year ago. For 
the firms who are clear on SOA techniques, such practices have found their way 
into everything they do.  

5.1. Key Notes 

 SOA is something organizations do, not tools or technology they buy. 

 It is possible to acquire the skills, practices, and methods for realizing 
the benefits of SOA from the right consulting firm. 

 There is only a weak correlation between the headquarters location of a 
firm and the locations of its clients. 

 Many consulting firms integrate SOA best practices into a broad 
differentiated offering that is not necessarily specific to SOA. 

 Typical legacy modernization projects involve code refactoring, SOA 
enablement, and the implementation of a repository-based SOA 
infrastructure. 

 Many firms offer SOA competency centers, typically in multiple 
geographies. 

 The most common pattern in SOA expertise is a combination business 
focus/architecture/ implementation story. 

 Most of the firms in this report have developed explicit SOA 
methodologies, and in many cases, they have branded their particular 
approach to SOA. 
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 The clear pattern with today’s SOA projects is that they are generally 
business-focused. 

 The business generally perceives SOA as a technical concept, and 
second, architectures do not provide direct business benefits. 

 The main buyer of SOA-based initiatives has shifted toward the non-
technical, business part of the enterprise. 

 Most organizations are still in the early stages of their SOA efforts. 

 Many firms report that they maintain a vendor-neutral stance. 

 SOA is more prevalent than ever among consulting firms’ approaches. 

 Quite a number of firms are offering detailed SOA assessments. 

 Many consulting firms’ SOA governance efforts focus on particular parts 
of the governance problem. 

 SOA quality currently garners less attention than governance. 

 The offshoring movement is unquestionably strong in the SOA consulting 
world. 

 Taking an iterative approach to SOA is a core best practice. 

 The vendor hype surrounding ESBs has been very effective in convincing 
organizations that they need an ESB to implement SOA. 

 Many product vendors distort the true message of SOA to best fit their 
product offerings. 

 Some of the surveyed firms confuse Web Services and SOA. 

 One area of confusion is in conflating integration with SOA. 

 Integration is ideally a byproduct of Service composition, but is not the 
point of SOA. 

 The business value proposition for SOA is finally crystallizing. 

 The core mistake that some firms are making is in confusing 
architecture with implementation. 

5.2. Decision Points 

 Few enterprises are buying SOA by name. 

 ZapThink expects the percentage of IT projects overall that leverage 
Service Orientation best practices to continue to grow over time, and 
those best practices will soon become ubiquitous. 

 ZapThink expects the percentage of IT projects that are named SOA 
projects to reach a maximum in the 2007 timeframe, and then gradually 
decrease as Service Orientation best practices become an expected, 
routine part of IT projects more broadly. 

 For many organizations, considering their SOA initiative to consist of 
multiple, discrete projects is an effective way of managing risk. 

 Companies need to improve their overall approach to enterprise 
architecture, instead of adding more middleware or other integration-
centric technology. 

 Many ostensible SOA efforts are little more than middleware shell 
games.  
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 SOA is simply part of doing the job. 

5.3. Figures 

 Figure I-1: Vertical Industry Distribution of Clients 

 Figure IV-1: Average SOA Consulting Deal Sizes 

 Figure IV-2: Service Orientation Projects as a Percentage of all IT 
Projects 

5.4. Tables 
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About ZapThink, LLC 

ZapThink is an IT advisory and analysis firm that provides trusted advice and critical insight 
into the architectural and organizational changes brought about by the movement to XML, 
Web Services, and Service Orientation. We provide our three target audiences of IT vendors, 
service providers and end-users a clear roadmap for standards-based, loosely coupled 
distributed computing – a vision of IT meeting the needs of the agile business. 

ZapThink helps its customers in three ways: by helping companies understand IT products 
and services in the context of Service-Oriented Architecture (SOA) and the vision of Service 
Orientation, by providing guidance into emerging best practices for Web Services and SOA 
adoption, and by bringing together all our audiences into a network that provides business 
value and expertise to each member of the network.  

ZapThink provides market intelligence to IT vendors and professional services firms that offer 
XML and Web Services-based products and services in order to help them understand their 
competitive landscape, plan their product roadmaps, and communicate their value 
proposition to their customers within the context of Service Orientation.  

ZapThink provides guidance and expertise to professional services firms to help them grow 
and innovate their services as well as promote their capabilities to end-users and vendors 
looking to grow their businesses.  

ZapThink also provides implementation intelligence to IT users who are seeking guidance and 
clarity into the best practices for planning and implementing SOA, including how to assemble 
the available products and services into a coherent plan. 

ZapThink’s senior analysts are widely regarded as the “go to analysts” for XML, Web Services, 
and SOA by vendors, end-users, and the press. Respected for their candid, insightful opinions, 
they are in great demand as speakers, and have presented at conferences and industry 
events around the world. They are among the most quoted industry analysts in the IT industry. 
ZapThink was founded in November 2000 and is headquartered in Baltimore, Maryland.  
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