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6 reasons you need holistic enterprise 
architecture

It is essential in today’s VUCA world to understand and co -design:

• how the elements that make up your enterprise are related, architecturally

• your enterprise’s organization design

• your enterprise’s risk appetite and security challenges,

• your enterprise’s business market/ecosystem and your value proposition,

• your enterprise’s products and services, and

• your enterprise’s culture and its stakeholders.
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We Live in a VUCA World

Uklarhed

Kompleksitet

Omskiftelighed

Uvished
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202x -
Living in a
VUCA World

‒ VUCA World

‒ VUCA Wo rld

‒ VUCA Wo rld

‒ VUCA World

Viab ility
The  ab ility of the  e nte rpris e  
to go be yond  me re ly doing 
what it  doe s , and . doing it 
we ll and  e ffic ie ntly

Ub iquity
The  fac t of appe aring 
e ve rywhe re  or of be ing 
ve ry common

Adaptab ility
The  ab ility to be  fle xib le  and  
ad jus t to changing fac tors , 
cond itions  or e nvironme nts

Cohe re ncy
The  s ta te  of s ticking toge the r 
whe n we  ne e d  and  want to

Sammehæng Levedygtighed

Tilpasningsevne/
Omstillingsparathed

Allestedsnærværelse
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Architecture
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ISO/IEC/IEEE 42020:2019

architecture
• fundamental concepts or properties of an 

entity in its environment and governing 
principles for the realization and evolution 
of this entity and its related life cycle 
processes 

• Note: The entity to be architected can be of several kinds, as illustrated in the 
following examples: enterprise, organization, solution, system, subsystem, 
business, data (as a data element or data structure), application, information 
technology (as a collection), mission, product, service, software item, hardware 
item, product line, family of systems, system of systems, etc.
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ISO/IEC/IEEE 42020:2019

architecting
• conceiving, defining, expressing, documenting, 
communicating, certifying proper implementation 
of, maintaining and improving an architecture 
throughout the life cycle for an architecture entity

• Note 1 to entry: The entity to be architected can be of several kinds, as illustrated in the following examples: system, enterprise, 
solution, business, data, application, information technology, mission, product, service, software, etc. 
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• A noun and  a  ve rb

• Some thing we have  and  some thing we
do/cre a te /co-de s ign

Architecture, Architecting, 
Architecturing
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ISO/IEC/IEEE 42020:2019

enterprise
• bold or complex endeavor
• Note 1 to entry: One or more organizations can participate in an enterprise. In case of multi -organization enterprises, each 

of the organizations brings various resources forward for use in the enterprise and they participate to the extent that they 
benefit from their involvement. The purpose of the enterprise is to address some challenges that these participating 
organizations cannot readily address on their own . Within a single organization, an enterprise may refer to a subset of the 
organization which is typically addressing particularly challenging or complex issues, often over a defined duration, and 
may undertake this with certain relaxations, tightening or otherwise authorized modifications of standard corporate 
processes and practices.
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Cost
Center

Viable
Enterprise

Awkward
Enterprise

Lean & 
Mean 
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Inefficient Efficient

What kind of enterprise do you want to be?
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The EA3 Cube
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EA6
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Bus ine s s  Unit A
De partme nt
Program
Te am
Individua l

Organizational
Structure

Business Unit B

Business Unit C

Business Unit D

Business Unit X

Organizational Structure .    
Depicts the major business units (BUs) that 
make up the organization.  
Reporting relationships between 
governance bodies and the BUs   are 
usually depicted through an organization 
chart and a role/responsibility matrix.  
Types of BUs include subsidiary whole 
companies, internal divisions, 
departments, stand -alone and integrated 
lines of business, program and staff 
offices, cross - functional teams, 
contractors, and independent workers.  
External groups may also be depicted if 
there is a persistent relationship.  
Oversight of BUs is achieved by 
centralized or decentralized (federated) 
governance methods.

Logo

Face 1
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Structure of Matrixed Hierarchy Company Design of Componentized Company

Marketing

R & D

Production

Procurement

Finance

CEO

Product  
Line A

Product  
Line B

Product  
Line C

Chapter

Chapter

PO PO PO PO

Tribe Tribe

Chapter

PO PO PO PO

ChapterGuild

Squad   Squad Squad   Squad Squad Squad Squad Squad

Source: H. Kniberg and A. Ivarsson, Scaling Agile @ Spotify, October 2012
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Functional Domains . 
Depicts the major performance capability 
areas of an organization, presented 
hierarchically in sub -architecture domains.  
The relationship of these domains is that 
strategic goals drive business 
activities/information exchanges, which 
are enabled by technology systems that 
are hosted on networks and in facilities.  
There are industry best practices at each 
domain level that help with effectiveness 
and efficiency, but which need to be 
selected and used with the whole 
organization in mind.  There may also be 
government regulations and resource 
constraints that must be factored into 
plans and projects.
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Supporting
Infrastructure

Business
Activities

Information
Exchanges

Technology
Enablement

Strategy &
Governance
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Domains
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Business

Technology

Strategy
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Line of sight

Strategy

Business

Technology
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Risk Management. 
Depicts key areas of risk in each 
functional domain and in the BUs.  
Organizations want to eliminate or limit 
disruptions that effect mission success or 
profitability.  
Risk derives from uncertainty in 
predicting or dealing with disruption.  
Mitigation centers on the avoidance or 
response actions.  Tolerance reflects the 
acceptable level of exposure to a certain 
type of disruption and the negative 
effects that would result.  A trigger is 
something that causes a disruption event.  
A holistic approach to managing risk 
begins at the enterprise level and 
completes with more detailed procedures 
at the BU and program levels.

Process Quality
& Controls

Data Privacy
& Protection

System
Security

Environment
& Scenarios

Physical
Security

Risk
Management

Tolerance,
Triggers,

Disruption,
Mitigation

U
ncertaintyC

on
tro

l
Face 3



24

Risk Management, Cybersecurity
• NIST Cybersecurity Framework

ISO 2700x

OWASP Top 10
CIS
IEC 62443
…
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Markets &
Valuation

Real 
Property

Financials
& Talent

Intellectual
Property

Systems &
Capabilities

Competitive
PositionMarkets & Valuation . 

Depicts the public and private sector 
markets and/or mission areas that the 
organization is active in. 

For private sector organizations this is the 
market’s valuation (stock price) versus 
the aggregate sale value if broken -up.  It 
is also the anticipated value increase or 
decrease from mergers, acquisitions, 
start -ups, and spin -offs, as well as a 
comprehensive balance sheet of 
monetized assets and liabilities in each 
business unit.

For public sector organizations it is the 
liquidation value of all tangible and 
intangible assets.

BU-X                  BU-D                     BU-C                    BU-B                    BU-A

M&A, Spin-offs, 
Start -ups

Market Capitalization,
Break-up Value

External Conditions

Face 4



26

Fra Indefra-og-Ud

Til Udefra -og- Ind
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Enterprise        Ecosystem

James Lapalme, 2011, in IT Professional  (Vol14,Issue6) 
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Human 
Capital

Leadership &
GovernanceHuman Capital . 

Depicts the knowledge, skills, and abilities 
(KSAs) needed in each functional domain of 
the organization.  The KSAs are different for 
executives, managers, and staff in each 
area.  
There is a “cultural core” in each 
organization that is comprised of the values, 
norms, beliefs, facts, history, traditions, and 
methods in each BU and program area.  

Cultural norms create informal power 
centers, communication channels, and 
processes.
People are often thought of as the most 
important and valuable resource of any 
organization, so full - lifecyle (hire- to - retire) 
talent management is very important. 

Cultural
Core

Engineering

Business 
Manageme

nt

Knowledge
Management

Project
Management

Recruitmen
t,

Retention, 
& Rewards

Knowledge,
Skills, and
Abilities

Beliefs

Face 5
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H
orizontal              Integration

Products & Services .
Depicts the tangible or virtual products 
and services that the organization 
provides to internal and external 
customers.  
Mission success and profitability are 
maximized through a holistic approach 
to delivery with a focus on 
vertical/horizontal process integration 
within/between BUs.  
Key areas of focus include customer 
relationships, end - to -end supply chain 
management, onsite/online store 
efficiency, and 
marketing/communications 
effectiveness.  Architecture methods 
can help to identify gaps and overlaps, 
process improvement and reengineering 
projects, managing change, and 
handling disruption.

Vertical Integration

BU
-X                BU

-D
                    BU

-C
                    BU

-B                  BU
-A

Customer
Relationships    

(internal & external)

Products
& Services

Tradition
al & 

Online 
Storefron

ts

Supply
Chains

Marketing & 
Communication

s

Face 6

range of enterprise’s value chain

B2B range of relationships
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Structure Function Risk Value People Product

Vie wpointsMapping of pos s ib le vie ws

Struc ture

Pe opleValue

CUBE FACT: Only 3 faces can be seen in one viewpoint

Value Structure People
Value People Product
Value Product Function
Value Function Structure

People Structure Risk
People Value Structure
People Risk Product
People Product Value

Structure Value Function
Structure People Value
Structure Function Risk
Structure Risk People
Product Function Value
Product People Risk
Product Risk Function
Product Value People
Function Product Risk
Function Value Product
Function Structure Value
Function Risk Structure

Risk Product People
Risk Function Product
Risk Structure Function
Risk People Structure
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Struc ture

Pe opleValue

Struc ture

Ris kPe ople

Va lue

Pe opleProduc t

Risk

Produc tPe ople

Function

ValueProduct

Struc ture

FunctionRis k

Struc ture

ValueFunction

Function

ProductRisk

8 Viewpoints ( intersections )
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Patterns …

Value Pe ople Product Value proposition

Structure Value Function Shared services; segment architecture

Structure People Value Benefit realization ; reaping/ sowing

Structure Function Risk Integrated Management system

Structure Risk People GDPR

Function Product Risk Lifecycle challenges

Function Value Product Architectural runways

Risk Product People Privacy by Design
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Struc ture

Pe opleRisk

Value

Func tionProduc t

Vie wable Patte rn Hidde n Patte rn

The Dark Side of the Cube
Value Structure People Product Risk Function
Value People Product Risk Structure Function
Value Product Function Risk People Structure
Value Function Structure Risk Product People
People Structure Risk Function Value Product
People Value Structure Product Risk Function
People Risk Product Structure Value Function
People Product Value Risk Structure Function
Structure Value Function People Risk Product
Structure People Value Risk Function Product
Structure Function Risk Value People Product
Structure Risk People Function Value Product
Product Function Value Risk People Structure
Product People Risk Value Function Structure
Product Risk Function People Value Structure
Product Value People Function Risk Structure
Function Product Risk Value Structure People
Function Value Product Structure Risk People
Function Structure Value Risk Product People
Function Risk Structure Product Value People
Risk Product People Function Structure Value
Risk Function Product Structure People Value
Risk Structure Function People Product Value
Risk People Structure Product Function Value
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7
• (opposing faces must add up to 7)
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3 7

Oppos ite  Face s : 1 and  6

Conway's Law
Any organization that designs a system will 
produce a design whose structure is a copy 
of the organization's communication 
structure.
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3 8

Oppos ite  Face s

Architect or Bee?
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Oppos ite  Face s

Enterprise Investment
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Dark Patterns
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Richard H. Thaler
2017 Nobel Memorial Prize in Economic 
Sciences for behavioral economics.
A choice architect has the 
responsibility for organizing the 
context in which people make 
decisions.
Choice architecture - a means to 
improve consumer decision-making by 
minimizing biases and errors that arise 
as the result of bounded rationality.

https://papers.ssrn.com/sol3/papers.cfm?abstract_id=2536504

https://papers.ssrn.com/sol3/papers.cfm?abstract_id=2536504
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Get Certified

https://www.arribatec.com/certified -enterprise -architect -program - from - ieai/

Nov)

https://www.arribatec.com/certified-enterprise-architect-program-from-ieai/
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John Gøtze
EA Fellows ApS
john@eafellows.com

ThankYou!
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