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WHERE ARE WE & 
HOW DID WE GET 
HERE?




1995 1999

1994 1999

1994

1990S




SOFTWARE ATE THE 
WORLD




A PARADIGM SHIFT HAPPENED 
IN PRODUCT DEVELOPMENT 

Plan

• Requirements  
• High level 

design

months

Analysis & 
design team

Code

• Detailed 
design  
• Development

months

Development 
team

Test

months

• Test plan 
• Test execution

Test team

Release

• Change 
request 
• Deployment

weeks

Release team

Operate

• Incidents 
• Problem fixes

forever

Operations 
team

Development/ 
operation 

team

Days or hours





NOT EVERYONE NOTICED




COMPLEXITY IN THE EXISTING (“LEGACY”) 
SYSTEM LANDSCAPE STARTED TO DOMINATE THE 
PACE OF CHANGE 


Business 
service

Technical 
service

Database



1. Autonomy

2. Explicit boundaries

3. Partitioning of functionality

4. Dependencies defined by 

functionality

5. Asynchronicity [by default]

6. Partitioning of data

7. No cross-fortress transactions

8. Single point security

9. Inside trust

10. Keep it simple

PATTERNS WERE DOCUMENTED TO MANAGE 
COMPLEXITY BUT NOT EVERYONE USED THEM. 
THEY STILL DON’T.

Autonomous 
business 
capability

2008



The enterprise landscape is so 
complex we need to use project 
management techniques to 
coordinate multiple teams for 
simple changes 

Civil engineering processes are 
the best way to deliver any 
change

1990s 2020s

Plan

• Requirements  
• High level 

design

months

Analysis & 
design team

Code

• Detailed 
design  
• Development

months

Development 
team

Test

months

• Test plan 
• Test execution

Test team

Release

• Change 
request 
• Deployment

weeks

Release team

Operate

• Incidents 
• Problem fixes

forever

Operations 
team

OUR PROBLEMS ARE SIMILAR BUT 
DIFFERENT TO THOSE IN THE 1990S 



“AN ORGANIZATION THAT LACKS A 
VIABLE PROGRAM IN ENTERPRISE 
ARCHITECTURE WILL PAY A SEVERE 
COST IN I.T. COMPLEXITY.

COMPLEXITY IS THE ENEMY.

ENTERPRISE ARCHITECTURE IS THE 
SOLUTION.

THE ONLY SOLUTION.”
Roger Sessions, The Job of the Enterprise Architect (2008)

http://,%20%20https://web.archive.org/web/20211021220626/https://simplearchitectures.blogspot.com/2008/11/job-of-enterprise-architect.html




A

ALIGNING VALUE, PEOPLE & 
TECHNOLOGY



Organisation 
architecture

System 
architectureDrives

CONWAY’S LAW (VERY ROUGHLY)




“IF THE ARCHITECTURE OF THE 
SYSTEM AND THE 
ARCHITECTURE OF THE 
ORGANIZATION ARE AT ODDS, 
THE ARCHITECTURE OF THE 
ORGANIZATION WINS.” 

Ruth Malan, Conway’s Law (2008)

https://web.archive.org/web/20221205155201/https://ruthmalan.com/traceinthesand/conwayslaw.htm


BUT!



“WHERE ALL HELL REALLY 
BREAKS LOOSE IS WHEN 
MANAGEMENT DECIDES TO 
REORGANISE THINGS.

… IF YOU TRY TO CHANGE THE 
ORGANISATION, THE SOFTWARE 
WON’T LET IT HAPPEN.” 
Allan Kelly, Continuous Delivery & Conway’s Law 
(2018)

https://www.youtube.com/watch?v=Cu0AU8vw3xw


Organisation 
architecture

System 
architectureDrives

System 
architecture

Organisation 
architectureConstrains



???



“WE SHAPE OUR 
BUILDINGS AND 
AFTERWARD 
OUR BUILDINGS 
SHAPE US”
Winston Churchill, speech to 
House of Lords (1943)



“WE SHAPE OUR 
ARCHITECTURE AND 
THEN THE 
ARCHITECTURE SHAPES 
US” 
Gene Kim, DevOps Masterclass (2023)

https://web.archive.org/web/20231015100627/https://twitter.com/lbmkrishna/status/1547447927567953920?s=20


Organisation 
architecture

System 
architecture

Constrains

Constrains



“SYSTEM ARCHITECTS (WHO WE 
CALL ARCHITECTS) AND 
BUSINESS/ORGANIZATION 
ARCHITECTS (WHO WE CALL 
MANAGERS) SHOULD NOT WORK 
AS IF ONE HAS NO IMPACT ON 
THE OTHER.” 
Ruth Malan, Conway’s Law (2008)

https://web.archive.org/web/20221205155201/https://ruthmalan.com/traceinthesand/conwayslaw.htm


Organization architects 
(“managers”)

System architects 
(“architects”)

Organisation 
architecture

System 
architecture

Constrains

Constrains





Business 
architecture 

(“value 
streams”)

Organisation 
architectureDrives

Organization architects 
(“managers”)



Organisation 
architecture

System 
architecture

Constrains

Constrains

Business 
architecture

(“value 
streams”)

ConstrainsConstrains

ConstrainsConstrains

Organization architects 
(“managers”)

System architects 
(“architects”)



Value

Organization Technology & processes
People, teams, 

teams-of-teams, 
departments

Business services & 
business processes, 

IT services & IT 
components

OKRs looking forward (Dev)
KPIs & OLIs right now & 

looking back (Ops) 

W
ork

Outcomes, 
hypotheses, bets

User stories, tasks, 
changes, problems, 

incidents

ALIGNING ALL 
3 FOR 
SUSTAINABLE 
FLOW



Level 0: an 
ideal 2-
pizza 
stream-
aligned 
team

Value

2 pizza team 
- <?20 people

Software that fits 
inside the team’s head

Full stack, full 
lifecycle, full burrito, 
T-shaped people - 

YBIYRI
Self-organizing

DDD
Eventually consistent

Independently deployable & testable
“Monolith vs Microservice is missing the point”
Emergent design & evolutionary* architecture

OKRs looking forward (Dev)
KPIs & OLIs right now & 

looking back (Ops) 

Outcomes, 
hypotheses, bets

User stories, tasks, 
changes, problems, 

incidents
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TEAM-OF-
TEAMS

Value

Team-of-teams
Dunbar number - <150

System-of-systems & domain 
that fits inside the team’s head

“Tribe”
Nested value

Self-organizing?

Nested DDD
Shared data model?
Eventually consistent

Each component independently deployable & testable

OKRs looking forward (Dev)
KPIs & OLIs right now & 

looking back (Ops) 

Outcomes, 
hypotheses, bets

User stories, tasks, 
changes, problems, 

incidents
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Team-of-teams?
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Self-organizing?
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A LINE OF 
BUSINESS OKRs looking forward (Dev)

KPIs & OLIs right now & 
looking back (Ops) 

Value

Team-of-team-of-teams
1000–2000

System-of-system-of-systems 
Does this fit in anyone’s head?

Department / 
business line
Nested value

Self-organizing???

Further nested DDD
Minimally shared data model - just keys?

Eventually consistent between subdomains
Key paths and failure modes should be known

OKRs looking forward (Dev)
KPIs & OLIs right now & 

looking back (Ops) 

OKRs looking forward (Dev)
KPIs & OLIs right now & 

looking back (Ops) 

Value

Team-of-team-of-teams
1000–2000

System-of-system-of-systems 
Does this fit in anyone’s head?

Department / 
business line
Nested value

Self-organizing???

Further nested DDD
Minimally shared data model - just keys?

Eventually consistent between subdomains
Key paths and failure modes should be known

OKRs looking forward (Dev)
KPIs & OLIs right now & 

looking back (Ops) 

Teams-of-
Teams-of-

Teams: > 150 
Employees

Team-of-team-of-teams
1000–2000??

Department / 
business line
Nested value

Self-organizing???

Systems of 
Systems of 

Systems
System-of-system-of-systems 
Does this fit in anyone’s head?

Further nested DDD / Business capability (group)?
Minimally shared data model - just keys?

Eventually consistent between subdomains
Key paths and failure modes should be known



“AS THE COMPLEXITY OF A 
SYSTEM INCREASES, THE 
ACCURACY OF ANY SINGLE 
AGENT'S OWN MODEL OF 
THAT SYSTEM DECREASES 
RAPIDLY.” 
David Woods, Report from the SNAFUcatchers 
Workshop on Coping With Complexity (2017) 





A

Bilateral 

Alignments

ALIGNING 
VALUE, PEOPLE 
& TECHNOLOGY

RATHER THAN

BILATERAL 
ALIGNMENT



B

BETTER VALUE SOONER 
SAFER HAPPIER

ARCHITECTING FOR OUTCOMES



Standardisation

Consistency

Predictive planning

Cost reduction

ANTIPATTERN: TRADITIONAL EA OUTCOMES 

These are 
not the 
outcomes 
you’re 
looking for



Cloud

Kubernetes

Microservices

ANTIPATTERN: “NEWER” EA OUTCOMES 

These are 
not the 
outcomes 
you’re 
looking for



Customers 

Colleagues 

Citizens 

Climate

Security 

Privacy 

Minimum 
viable 
compliance

Quality
Flow

PATTERN: ALIGN TO BUSINESS AGILITY



“WE SHAPE OUR ARCHITECTURE AND THEN 
THE ARCHITECTURE SHAPES US
AS THE SYSTEMS WE BUILD BECOME 
LARGER, THE COORDINATION INCREASES…
…IT CAN GROW SO SO LARGE THAT ALL 
OUR TIME AND ENERGY IS SPENT 
COORDINATING - IT IS AT THE EXPENSE OF 
OUR VALUE CREATING ACTIVITIES”

Gene Kim, DevOps Masterclass (2023)

https://web.archive.org/web/20231015100627/https://twitter.com/lbmkrishna/status/1547447927567953920?s=20


“HELLO WORLD” WITH TIGHTLY COUPLED 
COMPLEX ARCHITECTURE

¥$€SOLUTION 
ARCHITECTS

TESTING 
TEAM

UI

API LAYER

GREETINGS 
SERVICE

PLANET 
SERVICE

“Hello 
world!”

“!”

/api

Hello

World

T_HW

“Hello 
wrld!”





AUTONOMOUS TEAM WITH THEIR OWN 
VALUABLE BUSINESS CAPABILITY

Refactored Restructured organization 
and architecture

¥$€

EARTH GREETER 
MICROFRONTEND

EARTH GREETER 
MICROSERVICE DB

EARTH GREETER 
MICROSERVICE“Hello 

world!”

]

“Hello 
world!”





B

BETTER VALUE 
SOONER SAFER 

HAPPIER

RATHER THAN

DE-DUPLICATION 
STANDARDISATION 
COST REDUCTION

De-duplication
Standardisation
Cost reduction



C

CONTINUOUS 
CONVERSATIONAL & 
AUTOMATED GOVERNANCE



“CREATING AND REDUCING 
COMPLEXITY MAY SOUND LIKE 
PERFECT OPPOSITES. BUT IN 
FACT FUNDAMENTAL 
ASYMMETRIES EXIST BETWEEN 
THE TWO.” 

Reeves, Levin, Fink, Levina, Taming Complexity (2020),  
https://hbr.org/2020/01/taming-complexity



ARCHITECTURE 
GOVERNANCE TO THE 
RESCUE?



ANTIPATTERN: 

ARCHITECTURE REVIEW 
BOARDS



INITIATE PLAN EXECUTE CLOSE

ANALYSIS DESIGN BUILD/TEST RELEASE

ARCHITECTURE 
BOARD

REVIEW

ARCHITECTURE 
BOARD

REVIEW

HOW WE USED TO EXECUTE ARCHITECTURE 
GOVERNANCE

A PROJECT: WATERFALL / WAGILE / WATER-SCRUM-FALL / “HYBRID”



HOW DOES THIS WORK WITH MODERN DELIVERY?

INITIATE

PLAN

EXECUTE

CLOSE

ANALYSIS

TEST/DESIGN/BUILD

RELEASE RELEASE RELEASE RELEASERELEASE RELEASE RELEASE

ARCHITECTURE 
BOARD

REVIEW

AN AGILE OR LEAN PROJECT



HOW DOES THIS WORK WITH MODERN DELIVERY?

ARCHITECTURE 
BOARD

A PRODUCT



PATTERN:  
BLACK BOX 
ARCHITECTURE 
GOVERNANCE 



GOVERN REALISED ARCHITECTURES, NOT 
(JUST) DESIGNS ON PAPER

“I think I need an new service”

“I think my service needs to 
access data or functionality from 
another service”

EA approve new services, new 
namespaces in Kubernetes (etc.)

EA approve: 
• Service-to-service IAM 
• Firewalls

“I want an exception to automated 
governance - e.g. synchronous 
request/response”

EA approve: 
• Exceptions 
• Tech debt



Paved paths for quality, security and flow
Azure Kubernetes Service / 

Docker / 

.NET or Python / 

Scaffolded code + build + release pipeline 

Release to production on-demand (many 
times per day) if quality gates passed

Kafka for event driven 
architecture + data push 

gRPC by exception for sync 
request/response



PATTERN:  
CONTINUOUS 
CONVERSATIONAL 
“GOVERNANCE”



CONTINUOUS CONVERSATIONAL GOVERNANCE

INITIATE

PLAN

EXECUTE
CLOSE

ANALYSIS

TEST / DESIGN / BUILD

RELEASE RELEASE RELEASE RELEASERELEASE RELEASE RELEASE

ARCHITECTURE 
C.O.P.

CONTINUOUS CONVERSATION

AGILE/LEAN/DEVOPS/CONTINUOUS DELIVERY DRIVEN PROJECT



A SINGLE PRODUCT

ARCHITECTURE 
C.O.P.

CONTINUOUS CONVERSATION

CONTINUOUS CONVERSATIONAL GOVERNANCE



CONTINUOUS CONVERSATIONAL GOVERNANCE ACROSS VALUE STREAMS

Value stream B Value stream C

Value stream A

Value stream E Value stream F

Value stream D

Value stream M

Value stream N

Business unit

Architecture 
C.o.P.

Architecture 
centre of 

excellence



PATTERN: 

PLATFORM ENGINEERING AS 
AUTOMATED GOVERNANCE & 
COMPLIANCE



“ENTERPRISE ARCHITECTURE WAS OFTEN TOO 
HIGH-HANDED AND BUREAUCRATIC TO SUPPORT 
RAPID INNOVATION

BUT SOUND ARCHITECTURAL PRINCIPLES AND 
AGILE PROCESSES AREN’T MUTUALLY EXCLUSIVE

IN A PROPERLY EXECUTED PLATFORM STRATEGY, 
MAJOR ARCHITECTURE AND SECURITY CHECKS 
HAVE HAPPENED, THAT 50-ITEM CHECKLIST 
DIMINISHES BY 90%.” 

Charles Betz, Businesses elevate IT architecture to fight 
back tech sprawl (2024)

https://www.ciodive.com/news/enterprise-cios-elevate-architecture-skills-tech-debt-sprawl/722696/
https://www.ciodive.com/news/enterprise-cios-elevate-architecture-skills-tech-debt-sprawl/722696/
https://www.ciodive.com/news/enterprise-cios-elevate-architecture-skills-tech-debt-sprawl/722696/


“THE PATH FORWARD IS A TWO-WAY 
STREET, WITH STAKEHOLDERS 
ACCEPTING A LEVEL OF 
STANDARDIZATION AND ARCHITECTS 
NOT STANDING IN THE WAY OF 
PROGRESS.” 

Charles Betz, Businesses elevate IT architecture to fight 
back tech sprawl (2024)

https://www.ciodive.com/news/enterprise-cios-elevate-architecture-skills-tech-debt-sprawl/722696/
https://www.ciodive.com/news/enterprise-cios-elevate-architecture-skills-tech-debt-sprawl/722696/
https://www.ciodive.com/news/enterprise-cios-elevate-architecture-skills-tech-debt-sprawl/722696/


C

CONTINUOUS 

CONVERSATIONAL 
& AUTOMATED 
GOVERNANCE

RATHER THAN
PHASE-GATED 

DOCUMENT-LED 
ADVERSARIAL 
GOVERNANCE
Phase-gated
Document-led
Adversarial
Governance



D

DEVOPS AT ENTERPRISE 
SCALE



CONTINUOUS CONVERSATIONAL GOVERNANCE

ARCHITECTURE 
C.O.P.

ARCHITECTURE 
CENTRE OF 

EXCELLENCE
ENTERPRISE 
SCOPE

LONGER TERM 
TIMEFRAME

SERVICE 
MANAGEMENT 

C.O.E.



INTENTION REFLECTION

WORKING CODE 
DEPLOYED AS 

RUNNING SYSTEM

Model 
storming

Emergent design

Discoverability & 
observability 

tooling

Test-driven 
design

Infrastructure-as-
code

Architecture 
decision records

Continuous 
refactoring

Whiteboard 
sessions

CONTINUOUS CONVERSATIONAL GOVERNANCE (AFTER RUTH MALAN)





John Cutler, 
https://www.linkedin.com/posts/johnpcutler_im-working-on-an-addition-to-this-
thought-activity-7301284507452612608-2Qm5 (2025)

https://www.linkedin.com/posts/johnpcutler_im-working-on-an-addition-to-this-thought-activity-7301284507452612608-2Qm5
https://www.linkedin.com/posts/johnpcutler_im-working-on-an-addition-to-this-thought-activity-7301284507452612608-2Qm5
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D

DEVOPS AT 

ENTERPRISE 
SCALE

RATHER THAN
CHANGE NOT RUN


DEV NOT OPS

PROJECT NOT 

PRODUCT

Change not Run
Dev not Ops

Project not Product



E

EVOLUTIONARY ENTERPRISE 
ARCHITECTURE

CURATING THE EVOLUTION OF 
ENTERPRISE ARCHITECTURE AND 
ORGANISATION



Continuous attention to technical excellence 
and good design enhances agility. 



THEORY #1: GRADUAL EVOLUTION

Time

Ev
olu
tio
n



THEORY #2: PUNCTUATED EQUILIBRIA

Time

Ev
olu
tio
n



RECONCILED: PUNCTUATED GRADUALISM

Continuous attention to 
complexity debt pay down 

and continuous improvement. 

Continuous funding.

A step change: a business case explicitly to 
rewrite (or buy, or outsource, or write something 
new). 

Standalone funding.

Time

Ev
olu
tio
n



STRANGLER FIG PATTERN











IT IS TIME TO STOP DOING SOFTWARE 
DEVELOPMENT AND IMPLEMENTATION “PROJECTS” - 
AND START SIMPLY DEVELOPING AND 
IMPLEMENTING SOFTWARE.

WE KNOW WE ARE GOING TO SPEND MONEY ON 
DEVELOPING AND IMPLEMENTING SOFTWARE. THAT 
IS A GIVEN. 

WHAT WE NEED TO STOP DOING IS ARTIFICIALLY 
BREAKING SOFTWARE INTO “PROJECTS” WITH ALL 
THEIR OVERHEAD AND WASTE OF TIME AND MONEY.

AS NIKE SAYS, “JUST DO IT.” START RUNNING - HALF 
A MILE TODAY, A MILE TOMORROW. THAT’S HOW 
YOU IMPROVE.




E

EVOLUTIONARY 

ENTERPRISE 
ARCHITECTURE

RATHER THAN

ENTROPY + BIG-
BANG 

IMPROVEMENTS
Entropy + 
Big Bang 

Improvements



A B C D E

Modern Enterprise 
Architecture

Aligning 
Value, 

People and 
Technology

Better Value 
Sooner 
Safer 

Happier

Continuous 
Conversational 
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DevOps at 
Enterprise 

Scale

Evolutionary 
Enterprise 

Architecture

rather than…

Bilateral 
Alignments

De-duplication
Standardisation
Cost reduction

Phase-gated
Document-led
Adversarial
Governance

Change not Run
Dev not Ops

Project not Product

Entropy + 
Big Bang 

Improvements



THANK YOU!
https://linkedin.com/in/simonrohrer

https://linkedin.com/in/simonrohrer

