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STRATEGY OF ENTERPRISE ARCHITECTURE 

 
 

The art of enterprise architecture is of vital importance to the organization. It is a matter of success and failure, a 
road either to prosperity or to ruin. Hence it is a subject of inquiry, which can on no account be neglected. The art 
of enterprise architecture, then, is governed by five factors, to be taken into account in one’s deliberations, when 
seeking to determine the conditions obtaining in the market. 

 
These are 

 
The Code of Conduct causes the people to be in complete accord with the grander vision, so that they will 
follow through on the set mission. It is the guidance needed to assure that we have a commonality in our core 
values. It is the yardstick by which we measure ourselves and others. 

 
The Cycles of Time signifies the shifting agendas throughout a quarter, a year or sometimes more. Think of 
these as seasons that come and go. Over a short period of time such as a year you may find a budget cycle, a 
change in local markets or hiring and firing. Over a medium length period of time such as some three to eight 
years you may find strategic themes, change in regional markets and revolving customer loyalty. Over a long 
period of time as well as on what appears as in an instant you may find changes in global markets, revolutionizing 
business models and extreme shifts in behavior. Just remember that the cycles of time twist and turn intermingle 
and churn, don’t expect them to be what they appear to be at first glance. 

 
The Environment must be assessed so you know how difficult a task it will be, how much time you have and 
what resources should be leveraged across the domain. It will help you understand the validity of the expectations 
set forth by the stakeholders such that you may make wise a choice on taking on the problem or leaving it alone. 

 
The Leadership should be based on experience, trustworthiness, understanding and compassion. Since 
enterprise architecture is both a profession and a description of an expected result of enacting that profession it is 
best to understand these virtues on both parallels. 

 
The Discipline needed to work advantage out of enterprise architecture means that great effort and resource 
must be put to good use. The division of labor and applied knowledge of tools and methods must be funneled in 
the direction of the mission at hand by strong adherence to dynamic thinking. 

 
These five factors should be familiar to every enterprise architect: he who knows them will be successful; he who 
knows them not will fail. Therefore, in your assessments, when seeking to determine the conditions, let them be 
made the basis of a comparison. 

 
1. Which of the architects, designers and builders are applying the Code of conduct? 
2. Which of the architects, designers and builders have most ability? 
3. Which of the architects, designers and builders have the advantages derived from applying knowledge of 

the cycles of time and the environment? 
4. Which architects, designers and builders are most disciplined in its delivery? 
5. Which architects, designers and builders are stronger? 
6. Which architects, designers and builders have the most skillful and experienced architects? 
7. In which architects, designers and builders is there the greater loyalty in times of success as well as in 

peril? 
 

While you consider the benefits of the five factors and the seven assessments you should take care to assess also 
other sources of knowledge. As we all know if the circumstances are favorable, one should modify one’s plans. 

 
Now the architect who creates a good architecture makes many designs before the solution is designed. The 
architect who fails to create a good architecture makes but few designs beforehand. Thus many designs lead to 
success, and few designs to failure: how many more no calculation at all! It is by attention to this point that we can 
foresee who is likely to succeed or fail. 
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DOING ARCHITECTURE 

 
 

When you set out on doing enterprise architecture, if the architecture is slow in coming even if you are solving the 
problem, then the design will become dull and the stakeholders as well as the architect’s excitement will be 
damped. If you work from only one possible scenario, you will quickly exhaust your advantage and shorten the 
life of your design. Thus many scenarios will lead to success, and a few scenarios to failure. 

 
Now, when your designs are dulled, your excitement damped, your strength exhausted and your budget spent, 
other voices will spring up to take advantage of your extremity. Then no man, however wise, will be able to avert 
the consequences that must ensue. Thus, though we have heard of stupid haste in projects, cleverness has never 
been seen associated with long delays. There is no instance of a company having benefited from prolonged 
architecture projects. 

 
It is only one who is thoroughly acquainted with the efforts of architecture projects that can thoroughly 
understand the profitable way of carrying it on. The skillful architect does not raise a second budget; he knows the 
perils of ill resource management. At first you use the resources assigned from central authority, then you finance 
your work through the services delivered. 

 
Poverty of the enterprise architecture causes a solution to be governed by regulations from a weak foundation. 
Contributing to maintain a solution built upon a weak foundation causes the users to be impoverished. On the 
other hand, overfunded enterprise architecture causes the cost of a solution to go up; and high costs cause the 
user’s profit to be drained away. 

 
In architecture, then, let your overall goal be designs that act as the foundation to great solutions, not lengthy 
projects. Thus it may be known that the leader of architects is the arbiter of the user’s fate, the leader on whom it 
depends whether the company shall be in peace or in peril. 
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PLANNING THE ARCHITECTURE 

 
 

In the practical art of enterprise architecture, the best thing of all is to address the enterprise as a whole and intact; 
to partition and divide it is not so good. So, too, it is better to address an entire segment than to divide it, to 
address a division, a subject area or a entire company than to divide them. 

 
Hence to participate in all your change initiatives is not supreme excellence; supreme excellence consists in 
guiding the solutions without participating within the solution projects. Thus the highest form of architecture 
leadership is to preempt the stakeholder’s plans; the next best is to prevent the junction of the unguided solutions; 
the next in order is to participate in the solution projects; and the worst policy of all is to besiege solutions. The 
rule is, not to besiege solutions if it can possibly be avoided. The preparation of methods, tools, and various 
implements of enterprise architecture, will take up three whole months; and the piling up of support over against 
the politics will take three months more. 

 
The enterprise architect, unable to control his irritation, will launch his architects to the projects like swarming 
ants, with the result that one-third of his architects are consumed by the solutions, while the architecture still 
remains unresolved. Such are the disastrous effects of a siege. Therefore the skillful leader subdues the solution 
projects without any direct participation; he captures their architectures without laying siege to them; he 
overthrows the portfolios without lengthy operations in the field. 

 
By using the architects in this the proper way, not one resource is lost to the solutions and the architects can be of 
assistance to many more projects.  Thus, the enterprise architects triumph will be complete. This is the method of 
doing architecture by strategy. 

 
Now the enterprise architecture is the foundation of the company; if the foundation is complete at all points; the 
enterprise will be strong; if the foundation is defective, the enterprise will be weak. 

 
There are three ways in which a sponsor can bring misfortune upon his architects 

 
1. By commanding the architects to engage or to disengage, being ignorant of the fact that it cannot obey. 

This is called hobbling the architects. 
2. By attempting to govern an architecture function in the same way as he administers an enterprise, being 

ignorant of the conditions, which obtain in a specialist function. This causes restlessness in the architect’s 
minds. 

3. By employing the seniors of his architecture function without discrimination, through ignorance of the 
architecture principle of adaptation to circumstances. This shakes the confidence of the other architects. 

 
But when the architecture is unstable and distrustful, trouble is sure to come from the other stakeholders. This is 
simply bringing anarchy into the architects, and flinging architecture away. 

 
Thus we may know that there are five essentials for any successful enterprise architect: 

 
1. He will be successful who knows when to employ architecture and when not to employ architecture. 
2. He will be successful who knows how to handle both strong and weak stakeholders. 
3. He will be successful whose architects are animated by the same spirit throughout all the knowledge 

domains. 
4. He will be successful who, prepared himself, guide the ill prepared solutions. 
5. He will be successful who has architecture capacity and is not interfered with by the sponsor. 

 
Hence the saying: If you know the architecture and know yourself, you need not fear the result of a hundred 
projects. If you know yourself but not the architecture, for every solution made you will also suffer a defeat. If you 
know neither the architecture nor yourself, you will succumb in every solution. 
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TACTICAL DISPOSITIONS 

 
 

The good architects of old first put themselves beyond the possibility of failure by knowing themselves, and then 
waited for the right opportunity to solve a problem. The ability to secure ourselves against failure lies in our own 
hands, but the opportunity of solving the problem is provided by the problem space itself. Thus the good 
architect is able to secure himself against failure, but cannot be certain of solving the problem. Hence the saying: 
One may know how to solve a problem without being able to do it. 

 
Security against failure implies defensive tactics; ability to solve the problem means taking the offensive. Standing 
on the defensive indicates insufficient strength; attacking, a superabundance of strength. The architect who is 
skilled in defense works out of governance, not participating in architecting the solutions; he who is skilled in 
attack engages strongly in creating the architecture and defining the solutions. Thus on the one hand we have 
ability to protect our business; on the other, a way of staying ahead of our competitors. 

 
To see business advantage only when it is within the ken of the common herd is not the acme of excellence. 
Neither is it the acme of excellence if you engage and design and the whole Enterprise says, “Well done!” To 
optimize a process is no sign of great strength; to see the means and ends is no sign of sharp sight; to hear the 
noise of change is no sign of a quick ear. What the ancients called a clever architect is one who not only solves the 
problems, but also excels in problem solving with ease. Hence his architectures bring him neither reputation for 
wisdom or credit for courage. He creates his architectures by making no mistakes. Making no mistakes is what 
establishes the certainty of the right solutions, for it means solving a problem that is already solved. Hence the 
skillful architect puts himself into a position, which makes failure impossible, and does not miss the moment for 
solving the problem. Thus it is that in enterprise architecture the successful architect only seeks solutions after the 
architecture has been designed, whereas he who is destined to failure first designs a solution and afterwards looks 
for architecture. 

 
The perfect enterprise architect cultivates the moral law, and strictly adheres to method and discipline; thus it is in 
his power to control success. 
In respect of enterprise architecture method, we have 

 
1. Measurement of environment, which owes its existence to the problem space 
2. Estimation of effort to Measurement 
3. Calculation of benefit to Estimation of effort 
4. Balancing of risk to Calculation 
5. Success of business to Balancing of risk. 

 
A successful company opposed to a routed one, is as a pound’s weight placed in the scale against a single grain. 
The onrush of well-architected solutions is a market force like the bursting of a dam into a chasm a thousand 
fathoms deep. 
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DIRECTING ENERGY 

 
 

The control of a large architecture function follows the same principle as the control of a few architects: it is 
merely a question of dividing up their numbers. You create functions on the vertical by instituting domain 
architects; you create functions on the horizontal by assigning capability architects. Thus working with a large 
architecture function is in no way different from working with a small one: it is merely a question of instituting the 
right signs and signals. 

 
To ensure that your architects may engage in governing and designing architectures according to the stakeholder’s 
intent and remain agile, a combination of formal and informal methods with direct and indirect involvement must 
be applied. 

 
That the impact of your architecture may be like a grindstone dashed against an egg–this is effected by the 
understanding of weak stance and strong. If the solution projects come to your architecture then you have a 
strong stance, if on the other hand architecture has to be imposed on the solution projects then you have a weak 
stance. In all work, the method of direct involvement may be used for engaging in an architecture project, but 
indirect methods will be needed in order to secure solutions. 

 
Indirect tactics, efficiently applied, are inexhaustible as Heaven and Earth, unending as the flow of rivers and 
streams; like the sun and moon, they end but to begin anew; like the four seasons, they pass away to return once 
more. 

 
There are seven musical notes, yet the combinations of these seven give rise to more melodies than can ever be 
heard. There are five primary colors (blue, yellow, red, white, and black), yet in combination they produce more 
hues than can ever been seen. There are five basic flavors (sour, acrid, salt, sweet, bitter), yet combinations of 
them yield more sensations than can ever be tasted. In architecture, there are two methods of engagement–the 
direct and the indirect; yet these two in combination give rise to an endless series of maneuvers. The direct and 
the indirect lead on to each other in turn. It is like moving in a circle–you never come to an end. 

 
The onset of architects is like the rush of a torrent, which will even roll stones along in its course. The quality of 
decision is like the well-timed swoop of a falcon, which enables it to strike and destroy its victim. Therefore the 
good architect will be relentless in his onset, and prompt in his decision. Energy may be likened to the bending of 
a crossbow; decision, to the releasing of a trigger. 

 
The clever architect looks to the effect of combined energy, and does not require too much from individuals. 
Hence his ability to pick out the right people and utilize team energy. 
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STRENGTHS AND WEAKNESSES 

 
 

The architects, who are first in the field and await the coming of the problem, will be fresh for the task; the 
architects who are second in the field and have to react to the problem will be worn out by the task. Therefore the 
clever architect imposes his will on the problem, but does not allow the problem’s will to be imposed on him. 

 
By showing the advantages to stakeholders, the architects can cause stakeholders to approach of their own accord; 
or, by displaying poor possibilities of value, the architects can discourage the stakeholders. If the stakeholders of 
the problem are taking their time, we can engage them to awaken them to the reality we occupy; if we are well 
supported by senior management, we can force them out of their state of complacency into action according to 
our way; if quietly encamped, we can shift their environment and thus force them to move in the direction we 
want. The architect should appear at problems which the stakeholders must hasten to address; move swiftly to 
problems where he is not expected. 

 
An architect may cover many areas of the whole enterprise architecture without distress, if he works on domains 
where the internal politics is not a major player. An architect can be sure of succeeding in his work if he chooses 
wisely to work on problems which are championed by a sponsor. An architect can ensure the success of the 
architecture if he only guards positions that cannot be questioned. Hence that architect is skillful in work whose 
opponent does not know what to defend; and he is skillful in defense whose opponent does not know what to 
attack. 

 
Through the divine art of subtlety and secrecy we learn to be invisible and inaudible; and hence we can hold our 
fate in our hands. We may advance and be absolutely irresistible, if we make for the problem’s weak points; we 
may retire and be safe from changes if our movements are more rapid than those of the environment. 

 
If we wish to engage, the stakeholder can be forced to an engagement even though he is sheltered behind politics 
and lack of funds. All we need to do is engage some other piece of the problem that he will be obliged to relieve. 
If we do not wish to engage, we can prevent the stakeholder from engaging us even though it is clear we are free 
to do the work. All we need do is to use governance such that the stakeholder does the work himself. By 
discovering the stakeholder’s dispositions and remaining indifferent ourselves, we can keep our architecture 
focused, while the stakeholders must be divided. 

 
We can form a single united body, while the stakeholders must split up into fractions. Hence there will be a whole 
pitted against separate parts of a whole, which means that we shall be many to the stakeholders’ few. Knowing the 
place and the time of the coming possibilities and problems, we may concentrate from the greatest distances in 
order to engage properly. Though the stakeholders may be strong in numbers, we may prevent them from 
overwhelming us. Scheme so as to discover their plans and the likelihood of their success. Rouse them, and learn 
the principle of their activity. Force them to reveal themselves, so as to find out their true desires. 

 
Carefully compare the problem with your solution, so that you may know where strength is superabundant and 
where it is deficient. 

 
Do not repeat the tactics, which have gained you one victory, but let your methods be regulated by the 
infinite variety of circumstances. 

 
Water shapes its course according to the nature of the ground over which it flows; the architect works out his 
design in relation to the stakeholders whom he is facing. Therefore, just as water retains no constant shape, so in 
architecture there are no constant conditions. The architect who can modify his tactics in relation to his 
stakeholders and thereby succeed in designing appropriate solutions, may be called a heaven-born captain. 

 
The five elements (water, fire, wood, metal, earth) are not always equally predominant; the four seasons make way 
for each other in turn. There are short days and long; the moon has its periods of waning and waxing. 
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MANEUVERING 

 
 

In work, the Chief Architect receives his instructions from the CEO. 
 

Having allocated the people, the Chief Architect must build the team by blending and harmonizing the different 
elements thereof before marketing their services. After that, comes tactical maneuvering to position the team as a 
high performing unit within the larger organization. The difficulty of tactical maneuvering consists in selecting the 
appropriate path through the politics of change, turning the devious into the direct, and misfortune into gain. 
Thus, to take a long and circuitous route, after enticing the politics out of the way, to contrive to reach the goal 
first, shows knowledge of the artifice of deviation. 

 
Maneuvering with a well-rounded team is advantageous; with an undisciplined group of people, most dangerous. 

 
If you set the whole of an organization in march in order to charge down an opportunity, chances are that you will 
be too late. To always be on time, you must build a capability to configure an enterprise tuned to the purpose of 
any opportunity. With this capability known as Enterprise Architecture, we can enter into alliances because we are 
acquainted with the goals of our neighbors. We are fit to lead an enterprise on the march because we are familiar 
with the way of the business environment. We are able to turn natural advantage to our account because we make 
use of domain experts. 

 
In any assignment deliberate use of politics will bring you success just as certain as a random practice of politics 
will bring you failure. Practicing politics, your choice in whether to concentrate or to divide your organization will 
be decided by circumstances, not known by your competition. 

 
When you succeed in a business, let the profits be divided amongst your employees; when you capture new 
markets, cut it up into assignments for the benefit of the leaders. 

 
“The Book of Architecture Management” says: On the field of business, the spoken word does not carry far 
enough: hence the use of phones and emails. Nor can ordinary objects be seen clearly enough: hence the use of 
presentations and webs. Phones and emails, presentations and webs, are means whereby the ears and eyes of the 
team may be focused on one particular objective. The team thus forming a single united body, it is impossible 
either for the team member to advance to0 far, or for the manager to restrain too much. This is the art of 
handling large masses of men. In new enterprises, then, make much use of phones and emails, and in general 
business, of presentations and webs, as a means of influencing the ears and eyes of your employees. 

 
To refrain from reviewing a project whose designs are in perfect order, to refrain from changing a programme 
delivering the promised capabilities in order and in time – this is the art of studying circumstances (don’t fix what 
works.) It is an architecture axiom to go first for the low hanging fruits. When you engage a stakeholder, leave an 
outlet free. Do not press too hard or you may end up with a desperate foe. 

 
Such is the art of architecture. 
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VARIATIONS IN TACTICS 

 
 

In work, the Chief Architect receives his instructions from the CEO, collects his team and focuses his resources. 
 
When in difficult situations, stay agile and work to seek out possibilities. In situations where high politics intersect, 
join hands with the stakeholders. Do not stay in dangerously isolated positions; remember it is not your 
architecture, it belongs to all the stakeholders. In complex situations, you must resort to strategy, planning your 
actions in advance. In chaotic situations, you must throw all your wits and resources at the problem taking action 
as you encounter the possibilities. 

 
There are opportunities, which must not be acted upon, problems, which must not be attacked, solutions, which 
must not be used, politics, which must not be contested, concerns of the stakeholders, which must not be 
addressed. 
 
The Chief Architect who thoroughly understands the advantages that accompany variation of tactics knows how 
to handle his teams. The Chief Architect, who does not understand these, may be well acquainted with the 
configuration of the enterprise, yet he will not be able to turn his knowledge to practical account. So, the student 
of architecture who is unversed in the art of architecture of varying his plans, even though he be acquainted with 
the Five Advantages, will fail to make the best use of his teams. Hence in the wise leader’s plans, considerations of 
advantage and of disadvantage will be blended together. If our expectation of advantage be tempered in this way, 
we may succeed in accomplishing the essential part of our schemes. If, on the other hand, in the midst of 
difficulties we are always ready to seize an advantage, we may extricate ourselves from misfortune. 
 
Reduce the effect of hostile stakeholders by inflicting as little damage on them as possible. Hold them constantly 
at arms length. Engaged in their own best interests you will make them rush to any given point freeing you to 
create value for those who such desire. 
 
The art of enterprise architecture teaches us to rely not on the likelihood of the possibilities and problems not 
arising, but on our own readiness to receive them; not on the perils of change not afflicting us, but rather on the 
fact that we have made our position unassailable. 
 
There are at least five dangerous traits, which may affect a Chief Architect and leads to the destruction of capital: 
 

1. Recklessness – taking inappropriate actions 
2. Cowardice – not being able to act on the situation 
3. Incommunicado – not communicating appropriately 
4. Micromanagement – not being able to delegate decisions and work 
5. Insecurity – not being able to receive and give criticism 

 
When architecture fails and its leader is sent home, the cause will surely be found among these five traits. Let 
them be a subject of meditation.  
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PRINCIPLES OF ESTABLISHING THE ARCHITECTURE CAPABILITY 

 
 

The following are the principles to be observed when establishing an architecture capability: 
 
1. The further you establish the way of working with architecture, the greater will be the solidarity of your 

peers, and thus the opposition will not prevail against you. 
2. Pick the low hanging fruits in order to supply your mission with provable arguments of its superiority. 
3. Carefully study the well-being of your men, and do not overtax them. Concentrate your energy and hoard 

your strength. Keep your team continually on the move, and devise unfathomable plans. 
4. Throw your architects into positions whence there is no escape, and they will prefer failure to flight. If 

they will face failure, there is nothing they may not achieve. Leaders and men alike will put forth their 
uttermost strength. 

5. Architects when in desperate straits lose the sense of fear. If there is no place of refuge, they will stand 
firm. If they are in hostile units, they will show a stubborn front. If there is no help for it, they will persist. 

6. Thus, without waiting to be marshaled, the architects will be constantly on the lookout; without waiting 
to be asked, they will do your will; without restrictions, they will be faithful; without giving orders, they 
can be trusted. 

7. Prohibit politics, and do away with unfounded doubts. Then, until the mission is completed, no calamity 
need be feared. 

8. The principle on which to manage an architecture capability is to set up one standard of excellence which 
all must reach. 

9. How to make the best of both analytical thinkers and those drawn to facilitation – that is a question 
involving the proper use of situations. 

10. Thus the skillful chief architect conducts his team just as though he were leading a single man, willy-nilly, 
by the hand.  
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RUNNING THE ARCHITECTURE CAPABILITY 

 
 

We come now to the question of running the architecture capability within the organization as a whole, and 
observing signs of change to the architecture from the incoming demands. For this I have 28 insights to share 
among the multitude of insights you have yourselves. 
 

1. Seek sponsorship from high places, facing the customers. Do not try to convince the CEO what 
architecture is, the CEO knows already. 

2. After completing a project, you should stay far away from it. 
3. When a project violates a principle in its realization, do not rush to decision in haste. It will be best to 

first assess the project, and then deliver your advice. 
4. If you are anxious to engage, you should not go to meet the projects near a sprint, which they have to 

complete. 
5. Stay closer to the promise than the projects, and face the stakeholders. Do not move past a stakeholder to 

meet the projects. 
6. In adapting a framework, your sole concern should be to get the work done quickly, without any delay. 
7. If forced to defend a framework, you should have standards and principles ready to defend your cause, 

and secure your back to a strong stakeholder. 
8. In dry, level companies, take up an easily accessible position with supportive stakeholder to your sides 

and to your rear, so that the danger may be in front, and safety lies behind. 
9. These are the four useful branches of team knowledge, which enabled the Master Architect to save four 

troubled organizations. 
10. All architects prefer CEO support to CIO/CTO. 
11. If you are careful of your team, and build on solid knowledge, the team will be free from questioning of 

every kind, and this will spell victory. 
12. When you come to a sponsor or a CxO, utilize the business speak, with the architecture jargon left 

behind. Thus you will at once act for the benefit of your team and utilize the natural advantages of the 
environment. 

13. When, in consequence of heavy influences from the environment, an architecture that you wish to change 
is violated and flecked with bad solutions, you must wait until the power of the stakeholder subsides. 

14. Business units in which there are precipitous strategic cliffs with ingrained cultures running between, deep 
rooted ownerships, confined areas, tangled policies, should be left with all possible speed or approached 
most carefully. 

15. While we keep away from such places, we should get the competition to approach them; while we face 
them, we should let the competition have them on his rear. 

16. If in the environment of your architecture there should be any clouds, sourcing contracts surrounded by 
myths, business units filled with bad culture, or teams with low performers, they must be carefully routed 
out and searched; for these are places where trouble grows and the details you need to know are likely to 
be lurking. 

17. When the stakeholder is close at hand and remains quiet, he is relying on the natural strength of his 
position. 

18. When the stakeholder keeps aloof and tries to provoke, he is anxious for the other side to advance their 
positions over his own. 

19. When the team lie leaning on their laptops, they are faint from want of intellectual beverage. 
20. If those who are sent to consult begin to join the client, the leader is suffering from lack of insight. 
21. If the architects sees an advantage to be gained and makes no effort to secure it, the team is exhausted. 
22. The sight of men whispering together in small knots or speaking in subdued tones points to disaffection 

amongst the team and stakeholders. 
23. To begin by bluster, but afterwards to take fright at the problems complexity, shows a supreme lack of 

insight. 
24. If the stakeholders march up angrily and remain facing us for a long time without either directly engaging 

us or taking themselves off again, the situation is one that demands great vigilance and circumspection. 
25. If our team is no more in number than the mission require, that is amply sufficient. 
26. He who exercises no forethought but makes light of his mission is sure to be overwhelmed by it. 
27. If in training architects, procedures are habitually enforced, the team will be well disciplined; if not, its 
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discipline will be bad. 
28. If an architect shows confidence in his team but always insists on his missions being fulfilled, the gain will 

be mutual. 
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PROBLEM DOMAINS 

 
 

We may distinguish six kinds of problem domains, to wit 
 

1. Simple; 
2. Entangling; 
3. Temporizing; 
4. Narrow; 
5. Precipitous; 
6. Location; 

 
These six are problem related principles connected with the scene. The architect who has attained a responsible 
post must be careful to study them. 
 
Simple problems are problems, which can be easily understood by anyone, are called simple. With regard to 
problems of this nature, be before the stakeholder in addressing these low hanging fruits, and carefully guard your 
maintenance queues. Then you will be able to negotiate with advantage. 
 
Entangling problems are problems, which can be abandoned but are hard to re-address are called entangling. 
Confronting a problem of this sort, if the team is prepared, you may sally forth and solve it. But if the team is 
unprepared, and you fail to solve it, then, a second attempt being impossible from a stakeholders’ view, disaster 
will ensue. 
 
Temporizing problems arise when the politics is such that neither side will gain by making the first move, it is 
called temporizing problems. In a position of this sort, even though the sponsor could offer us an attractive 
mission, it will be advisable not to stir forth, but rather to retreat, thus enticing the stakeholders in their turn; then, 
when a key part of the stakeholders has committed, we may deliver our service with advantage. 
 
Narrow problems have the character that if you can solve them first, let them be strongly guarded and await the 
advent of the sponsors. Should someone else forestall you in solving a narrow problem, do not go after it if the 
stakeholders are fully satisfied, but only if the stakeholders are partially satisfied. 
 
Precipitous problems have the character that if you are beforehand with your stakeholders, you should grab the 
opportunity, and then wait for the sponsors to appear. If the stakeholders have seized the opportunity before you, 
do not follow them, but retreat and try to entice them away. 
 
Location problems have the character that if you are situated at a great distance from the sponsors, and the 
strength of the stakeholders equals or overpowers your own, it is not easy to provoke a shift, and entering the 
scene will be to your disadvantage.  



The Art of Enterprise Architecture 

13 

 
NINE VARIETIES OF SITUATIONS 

 
 

1. When an architect is fighting within his own profession, it is a dispersive situation. 
2. When an architect has investigated a problem, but to no great depth, it is a facile situation. 
3. When an architect finds no alignment on the nature of things, it is a contentious situation. 
4. When an architect leaves freedom of choice, it is an open situation. 
5. When an architect is faced with shared resources, is an intersecting situation. 
6. When an architect is faced with entrenched allegiances, federated structures, politics or secrecy, it is a 

difficult situation. 
7. When an architect has committed his word, it is a hemmed in situation. 
8. When an architect is overrun by solutions, it is a desperate situation. 
9. When an architect has established an enterprise architecture capability, blueprints and plans, it is a serious 

situation. 
 

To give advice on how to address each of these nine situations is within the experience of the guide. Acceptances 
of the advice lie at the heart of the matter and can only be given by the receiver. Such then is the advice on the 
nine situations: 

 
When in a dispersive situation, therefore, fight not. In a facile situation, halt not. In a contentious situation, attack 
not. In an open situation, do not try to block choice. In an intersecting situation, seek consensus. In a serious 
situation, reap the benefits. In a difficult situation, keep focused on the mission. In a hemmed-in situation, resort 
to stratagem. In a desperate situation, fight. 

 
The different measures suited to the nine varieties of situations; the expediency of aggressive or defensive tactics; 
and the fundamental laws of human nature: these are things that must most certainly be studied. 

 
Therefore, in a dispersive situation, inspire with unity of purpose. In a facile situation, see that there is close 
connection between all parts of my team. In a contentious situation, make effort to bring those misaligned to the 
table. In an open situation, keep a vigilant eye on the solutions. In an intersecting situation, consolidate the 
alliances. In a serious situation, try to ensure a continuous stream of missions. In a difficult situation, keep pushing 
on along the path taken. In a hemmed-in situation, burn the ships and set sail. In a desperate situation, proclaim 
to the team the hopelessness of creating any architecture. 

 
Do not enter into alliance with sponsors until being acquainted with their designs. Do not lead a team on a 
mission unless being familiar with the problem and situation. It will be impossible to turn obvious advantages to 
account unless making use of local guides. 

 
It is the way of a chief architect to be quiet and thus ensure secrecy; upright and just, and thus maintain order.  
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INVESTIGATION BY PROCESS 

 
 

The six ways 
There are six ways of investigating by process. The first is to go by strategic intent; the second is to follow the 
business models; the third is to go by information need; the fourth is to trace through application usage; the fifth 
is to trace through the organizations; the sixth is to benchmark to a reference model. 
 
In order to carry out an investigation, we must have means available. The material for process investigations 
should always be kept in readiness. As well as the needed means there is a proper time for execution when it 
comes to architecture. This time is governed by the cycles of the business as operated by the enterprise. 
 
Five possible developments 
 
In investigating by process, one should be prepared to meet five possible developments: 

1. When people disagree as to what the process is, respond at once with an investigation from the outside 
(business model). 

2. If there is a burning issue, but the stakeholders remain quiet, bide your time and do not investigate. 
3. When the force of the politics has reached its height, follow it up with an investigation, if that is 

practicable; if not, stay where you are. 
4. If it is possible to make an investigation from the outside, do not wait for permission to investigate from 

the inside, but start your investigation by strategic intent and business model at a favorable moment. 
5. When you start an investigation, stay on the logical side. Do not drift into the emotional side. 

 
In every enterprise, the five developments connected with process must be known, the movements of the markets 
watched, and an eye kept on the cycles of business. Hence those who use process as an aid to the investigation 
show intelligence and those who use experience as an aid to the investigation gain an accession of strength. As we 
have learned by means of experience, a problem may be interpreted, but not understood in all of its details. 
 
The true fate 
An effort that starts in the response of true vision lasts long, but a reaction to things already happened soon falls. 
 
Unhappy is the fate of one who tries to fulfill his mission and succeeds in business without cultivating the spirit of 
enterprise; for the result is a waste of time and general stagnation. Hence the saying: The enlightened leader lays 
his plans well ahead; the good manager cultivates his resources. Considering the saying you should take no action 
unless you see an advantage; use not your men unless there is something to be gained; investigate not unless the 
need is great. 
 
No leader should put architects into the enterprise merely to gratify his own spleen; no manager should launch an 
investigation simply out of pique. 
 
An enterprise that has once been destroyed can never come again into being; nor can time lost ever be gained 
anew. Hence the enlightened leader is heedful, and the good manager full of caution. This is the way to keep an 
enterprise successful and a capability intact.  
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THE USE OF ARCHITECTS 

 
 

The mistake of many 
 
Raising a host off employees and marching them great distances entails heavy loss on the people and a drain on 
the resources of the Enterprise. The daily expenditure will easily surmount that which can ever be gained. There 
will be commotion in the organization and the network, and men will drop down exhausted on the floors. 
 
The wise leader and the good manager 
Stakeholders may face each other for years, striving for the consensus, which should be decided in a single day. 
This being so, to remain in ignorance of the stakeholders condition simply because one grudges the outlay of a 
small amount of funds, is the height of inhumanity. One who acts thus is no leader of men, no present help to the 
owners, no master of victory. Thus, what enables the wise leader and the good manager to act and win, and 
achieve things beyond the reach of ordinary men, is foreknowledge. Now this foreknowledge cannot be elicited 
from spirits; it cannot be obtained inductively from experience, nor by any deductive calculation. Knowledge of 
the stakeholder’s dispositions can only be obtained from other men. Hence the use of architects. 
 
Four classes of architects 

1. Enterprise architects 
2. Business architects 
3. Domain architects 
4. Solution architects 

 
When these four kinds of architects are all at work, we can discover the secret system. This is called “divine 
manipulation of the threads.” It is the leader’s most precious faculty. 
 
Having business architects means employing the services of the owners and leaders of a business. Having 
enterprise architects, making use of the stakeholders. Having domain architects, getting hold of the domain 
specific information and using it to further our purposes. Having solution architects, doing certain things openly 
for purposes of inclusion. Hence it is that which none in the whole organization are more intimate relations to be 
maintained than with architects. None should be more liberally rewarded. In no other business should greater 
security be preserved. 
 
Employing architects 
 
Architects cannot be usefully employed without a certain intuitive sagacity. They cannot be properly managed 
without benevolence and straightforwardness. Without subtle ingenuity of mind, one cannot make certain of the 
truth of their reports. Be subtle and use your architects for every kind of business. If an architect divulges a certain 
piece of insight before the time is ripe, utmost care and effort must be taken to ascertain the true damage and 
employ proper means to mitigate the situation. 
 
Whether the object be to optimize a business unit, to move a product on to the market, or to execute mergers and 
acquisitions, it is always necessary to begin by finding out the names of the attendants, the aides-de-camp, and 
doorkeepers and sentries of the managers in command. Our architects must be commissioned to ascertain these. 
 
The end and aim of architecting in all its varieties is knowledge of the stakeholders’ businesses; and this 
knowledge can only be derived, in the first instance, from the stakeholders. Hence it is essential that the 
stakeholders be treated with the utmost liberality. 
 
It is only the enlightened leader and the wise manager who will use the highest intelligence of the enterprise for 
purposes of architecting and thereby they achieve great results. Architects are a most important element in water 
(emotion and intuition), because on them depends an enterprise ability to move.  
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THE ENTERPRISE ARCHITECTURE WAY 

 
 

Traditional Enterprise Architecture techniques are too rigid and formalistic to be practical in a fast moving world. 
 
The Enterprise Architecture Way is a simple four steps and two rules based on harnessing the knowledge and 
experience of you and the rest of the people in the system. It’s guiding principles emphasizes practicality, 
flexibility, speed and efficiency. 

 
The 4 steps 
1. Envision the environment that you expect to take part in. 
2. Enable yourselves to the level of detail you judge necessary to make decisions. 
3. Engage with each possible scenario to select and execute. 
4. Ensure as fast and as forceful as you can the unfolding effects. 

 
The 2 rules 
1. Improvise, adapt and overcome. 
2. Keep your Resource box half empty, such that you may tailor your resources to fit any situation at any 

time. 
 

Resource box = a selection of space where you store access to people, organizations, methods, rules, finance, software, hardware…)  
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BALANCE 

 
 

In most architecture related works there is a framework. The framework is most often a tool to enable the 
architects to create plans and drawings. Another use of the framework, albeit mostly from the viewpoint of the 
authors, is to hold the majority of ideas within a reasonable sized knowledge domain. The third and perhaps most 
visible use of the framework is as a lens that helps us focus our execution. The basic ideas brought forth in the art 
of enterprise architecture acknowledge such boundaries, but tries to stay away from becoming too definitive. The 
idea of the art of enterprise architecture is based on the belief that a good architect brings order to the structures 
and a great architect brings balance to the means and ends. Architecture is enabled by a great team, architecture is 
about character and architecture is conversation. Inspired by those beliefs, to illustrate the framework within the 
art of enterprise architecture it was chosen to start in the Yin-Yang symbol. 
 

 
• The vision represents the outcome we seek; therefore it is the ultimate Ends. 
• The goal represents outcomes we receive as we travel towards the vision; therefore it is part of the Ends. 
• The objective represents outcomes we receive as we travel towards the goals; therefore it is part of the 

Ends. 
• The mission represents the work we do towards the vision; therefore it is the ultimate Means. 
• The strategy represents the steps we follow towards the mission; therefore it is part of the Means. 
• The tactic represents the decisions we make as we work according to strategy; therefore it is part of the 

Means. 
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Figure 1 Vision within Vision 

 
Where the need to reward is in the future, to make the most of a little that is the quadrant where Vision mixes 
with Vision. This is represented in the planning we do as Goals. 
 
 

 
Figure 2 Vision within Mission 

 
Where the need to be agile, responsive and flexible is at its strongest is the quadrant where Vision mixes with 
Mission. This is represented in the daily work we do as Tactics. 
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Figure 3 Mission within Mission 

 
Where the need to build for the future, to gather our resources and optimized their utilization is the quadrant 
where Mission mixes with Mission. This is represented in the planning work we do as Strategies. 
 

 
Figure 4 Mission within Vision 

 
Where the need to reward is in the now, to celebrate the victories of the present day is the quadrant where 
Mission mixes with Vision. This is represented in the daily work we do as Objectives. 
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