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More than 2 decades ago, Red Hat had a vision for 
developing better software. Since then, we’ve worked with 
an ecosystem of IT leaders, open source advocates, 
developers, and partners to create the perfect foundation 
for the future of IT.  

Creativity, inventiveness, and collaboration are all part of 
the way we do business.  

Our work centres around four values: courage and 
freedom, balanced by commitment and accountability. You 
can see these values in how we communicate.  
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Red Hat is a company that provides and supports 
OpenSource products to the enterprise community.  
 
Red Hat's professional services support the implementation 
and creation of solutions from these products 
 
Red Hat consultants can take a variety of roles during 
customer engagements, and as such need to be able to 
adapt to different ways of working.  
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Whilst Red Hat consultants will typically recommend 
approaches and methods, the way of working developed 
for the engagement will be tailored to meet the 
requirements and expectations of the customer, taking on 
board local customs and practices. 
 
The result is a variety of differing ways of working.   
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The size and type of project can vary greatly between 
customers.  
 
Red Hat's product portfolio covers a variety of different 
technology domains, requiring a variety of practices 
focused at solving the challenges and opportunities of 
those domains.  
 
Professional services engagements ultimately are 
attempting to develop a customer's IT maturity around a 
particular technology, and as such the entry and exit points 
of the engagement will be specific for each customer.  
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The diversity of approach is further complicated by the 
variability of engagement length, and the change in 
priorities throughout the engagement life-cycle. 

 
The initial focus on establishing the value to the customer, 

which transitions to demonstrating technical capability 
and appropriateness, before building out a solution and 
moving towards business as usual with the solution 
embedded within the customer's business processes. 

 
Engagement way of working are: 
l  Tailored for each customer 
l  Varied across technology domain and scope of 

technology transformation 
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Yet despite this variation, there are key fundamentals within 
every project that remain consistent.  
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SEMAT Essence of Software Engineering has been 
investigated for its appropriateness on professional 
services engagements.  
 
The EMEA Architect team have been using Essence to 
support engagement planning and tracking, and as a 
method of documenting and indexing established 
approaches, best practices, and techniques.  
 
Essence has been used to provide a framework to drive 
consistency and standardisation across ways of working 
without shackling engagements to a single 'one-size-fits-all' 
method.  
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The Alpha state cards have proved particularly useful in 
project planning, providing consistent language and 
measurable objectives with which to access the current 
state, or articulate next steps and goals.  
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Here we have an excerpt from a workshop planning 
document, the alpha cards have been used to document 
the current state and desired state, with notes added to 
describe the activities and techniques being recommended 
to support the state change.   
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It has also been recognised that Essence can be used to 
provide high level project governance. To support this we 
created a proof-of-concept website to record and report the 
current alpha states of engagement projects.  
 
When target states are set, it is possible to quickly identify 
which areas need priority or focus.  
 
The alpha state history of each project is also recorded, so 
it is possible to review the changes over time.  
 
Projects can be compared and reviewed in an objective 
manner when represented through alpha states.  
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The Essence is being used to provide a framework to 
collate and index established approaches: techniques, 
activities, practices and methods.  
 
Documented approaches can be linked to progressing 
alphas, or specific state transitions.  
 
The approach enables consultants to find suitable 
techniques, activities, or practices when seeking to achieve 
goals expressed in terms of the Essence. 
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A map of available approaches has been created – the Red 
Hat Architectural Framework.  

 
The Red Hat Architectural Framework (RHAF) is a way of 

monitoring and running projects, as well as the means to 
reuse best practice for customer projects, not just in 
Consulting. 

 
There are two main uses for RHAF: 
l  To navigate through a project, to monitor progress and 

plan and execute phases of the project. 
l  To provide a framework to develop and then use re-

useable method components. 



15 

The Essence provides a useful tool in analysing existing 
methods and developing more rounded practices or 
methods.  
 
This type of analysis is useful in finding the holes in existing 
processes; reworking a process to support a progressive 
state-based model that is easier to track and apply.  
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There is more we can do - we are seeing value in using 
Essence, but its use is somewhat limited and 
experimental 

 
It has shown promise in planning, analysis, process 

improvement and governance, but needs to be more 
widely adopted. Writing our own practices is difficult, and 
there are few examples of 3rd practices to draw upon.  

 
What would help most? 
3rd party practices, written using Essence 
l  Easier route to practical application of Essence 
l  Lack of consistent documentation and/or application of 

common practices & methods, for example Scrum, or  
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