
Headquarters
Forrester Research, Inc., 400 Technology Square, Cambridge, MA 02139 USA
Tel: +1 617/613-6000  •  Fax: +1 617/613-5000  •  www.forrester.com

BEST PRAC TICES

EXECUTIVE SUMMARY
Enterprise architecture (EA) groups believe their work is valuable — but they struggle with how to 
communicate this value to the rest of IT. Underlying this struggle is EA’s focus on future options 
and improvements, while the rest of IT is focused on day-to-day concerns and quarter-to-quarter 
delivery. EA groups should employ techniques borrowed from marketing disciplines to refine their value 
proposition, sharpen their messages, and deliver these messages to the constituents they need as allies.  
This is not an academic exercise, as the EA group’s influence and credibility depend on how these 
constituents perceive them. 

RESEARCH CATALYST

Clients asked how to justify and communicate the strategic value of the enterprise architecture group.

EA IS VALUABLE BUT CAN BE HARD TO SELL

IT always has a lot on its agenda — everything from understanding and contributing to business 
planning to operating networks, servers, and applications. IT management is constantly making 
decisions, and EA provides guidance to IT management so it can make better decisions about business 
solutions and technology uses (see Figure 1).

Without the guidance that EA provides, decisions are made with little understanding of context or 
implications for future capabilities, resulting in higher IT operational cost due to more platform diversity, 
greater complexity because of application proliferation, and higher technology risk from lack of focus. But 
EA groups are still challenged by the rest of IT to explain their value contribution. Why is this?

· EA groups assume that the value is self-evident. EA groups depend on sponsorship and influence 
to provide results. Both sponsorship and influence depend on the perception of EA value and the 
relevance of this value to IT and to the business. EA groups often feel that if they just put together a 
good case, then the benefits will be self-evident, and they will get the sponsorship and authority they 
need. Or they believe that if they put together an EA program with all the right attributes, as shown 
by a maturity ranking, then they will be successful.
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· EA has only a loose connection to the day-to-day concerns of IT. IT is typically concerned 
first about operational stability, then project delivery for the current project queue and business 
satisfaction with IT services. Few in IT are likely to be involved with planning for the future — 
EA is all about planning. From a day-to-day perspective, EA is treated as a nice-to-have but not 
a necessity. EA’s deliverables — technology standards documents, “to be” architectures, and 
application design principles — provide no value until some other IT function uses them, but 
project managers view avoiding EA input as prudent behavior to avoid architecture 
requirements. EA deliverables are all directed toward the future state of IT but may add costs in 
the present. And these costs are borne by other IT groups.

· It’s not about how good the EA group is. EA groups that feel they are not being as effective 
as they need to be may try to benchmark how mature their efforts are, using various checklists. 
However, an EA group may be mature but not communicating value to the people who matter: 
the sponsors, stakeholders, and decision-makers who are EA’s audience. Communicating value 
is not simply a matter of being good at the tasks that EA should be doing. Value is in the eyes 
of the sponsors and stakeholders, and the way in which EA communicates with them makes 
the difference in how they perceive the value. Another word for this value communication is 

“marketing,” and it is as important to EA as it is to IT.1 

Figure 1 EA’s Activities And Value

Source: Forrester Research, Inc.

EA activities Value

Document current state, define “to be” state 
for some aspect of IT, and develop road maps 
to get there.

Define standards, guidelines, and principles 
that the rest of IT uses for its design and 
technology decisions

Consulting to other IT areas, especially 
project areas

Perform governance over projects for 
compliance with defined architecture and 
standards

Perform technology R&D

• Simplify IT application, information and/or 
technology environment, reducing cost and 
complexity

• Support business transformation programs with
aligned “to be” architectures and road maps

• Reduce project risk through higher-quality
designs and use of supported technology

• Promote reuse of technology and infrastructure

• Reduce risk through EA design expertise
• Improve alignment of project decisions to

accepted EA road maps

• Improve alignment of project decisions to
accepted EA road maps

• Promote reuse of technology and infrastructure

Promote new technology-based capabilities or 
innovations
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CRAFTING A MARKETING PLAN FOR EA

Every IT goal, initiative, or issue that EA works on will have stakeholders who care about the results 
and want the best solution. Marketing EA must focus on how the EA group’s deliverables are helping 
these stakeholders get the results they want. EA’s marketing plan should connect EA deliverables to 
the value they provide to these goals and initiatives. And, like any good marketing plan, it should 
deliver easy-to-understand messages through multiple channels. Recommended steps:

· Use the “four Ps” for the framework of the EA group’s marketing program. Marketing execs 
use the “four Ps” — product, price, place, and promotion — to structure their programs. These 

“four Ps of marketing,” modified to fit EA, provide the framework (see Figure 2). EA groups 
that describe their initiatives within this framework will do a better job of marketing their 
deliverables to constituents’ needs.

· Craft a simple message for EA’s value contribution. Positioning is a descriptive technique that 
marketing executives use to link a product’s features and other attributes to the needs or wants 
of customers.2 It is fundamental to marketing because it forces a simple message of the value 
of a product or service — a message that is easily communicated and sticks in the mind of the 
consumer. 

Figure 2 The Four Ps Of Marketing Applied To EA

Source: Forrester Research, Inc.

Four Ps

Product What EA delivers

What benefits EA deliverables
provide

Who receives the value

What their priorities are

EA’s message to stakeholders

How EA communicates its 
contribution

• Briefings
• Scorecards
• Posters
• “Elevator answer”

• Road shows
• Planning workshops
• Posters

Reliability, cost, speed of
change

• Reliability and cost of
simplified tech environment
over current environment 

• Progress — status of actions
to get there

Speed and predictability

• Relevance of “to be” 
portfolio to business plans

• Examples when used for 
IT-business planning

Technology road maps

Simplify technology environ-
ment

Infrastructure and operations, 
application development, CIO 

CIO, relationship managers,
business sponsors 

“To be” application portfolio

Better planning to support
business

Value (price)

Place

Promotion

EA equivalents Example 1 Example 2
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The EA message should also be simple, and it should describe the value of the EA group in the 
duration of an elevator ride. This message should start with either the goals or the current pain 
points of the firm’s IT and then describe what EA is doing to address them — a statement of the 
value of EA in terms of the needs of the organization. This positioning statement for EA may be 
framed either in goal-directed terms — how EA will support a firm’s goal — or in issue terms — 
the current problems for which EA will facilitate resolution (see Figure 3).

· Deliver EA’s message in multiple ways to address different audiences. EA marketing should 
create awareness and buzz. Each stakeholder audience has its preferred way to learn what EA 
is doing, but a well-crafted program uses multiple ways to get its message out (see Figure 4). 
Repeat EA’s value positioning often. And don’t overlook simple outward communication such as 
posters: A simple message can be communicated as well in a poster as it can in a presentation or 
seminar.

Figure 3 Structure Of EA Positioning Statement

Source: Forrester Research, Inc.

Goal-based positioning statement

Issue-based positioning statement

EA will support ____________ goal
or objective

Today, IT can’t  ____________ A problem that is visible and compelling to stakeholders

The underlying cause of this problem, if not obvious

The impact of this problem — costs, service, quality, etc.

What EA will provide or do
What IT will be able to do better as a result of EA’s
deliverables
Hard and/or soft benefits that the stakeholders will
perceive

because ____________,

resulting in ____________.

EA will address this by ________,
so that IT can ________,

providing ________ benefits.

A goal or objective of EA’s stakeholders — CIO, CTO, 
business management, application development,
infrastructure operations
What EA will provide (EA artifacts) or do (EA
services such as consulting)

The benefits — what the stakeholders will get or be
able to do better

by delivering __________________,

which will enable _______________

Example:
EA will reduce the cost of application development by delivering an up-to-date catalog of reusable
application services and design guidelines for their use, which will enable application development 
products to reduce development and testing time.

Example:
Today, IT can’t focus development on strategic business applications because there is no “to be” 
architecture that identifies which current applications are strategic, resulting in development spread
across multiple redundant applications. EA will address this by developing a “to be” architecture and 
application road map, so that IT can work with business partners to fund enhancement of these
applications, providing fewer, more functional business applications that cost less to evolve and support.
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Figure 4 Using All Of The Marketing Channels

R E C O M M E N D A T I O N S

IT’S NOT ABOUT EA CHECKLISTS — IT’S ABOUT THE RESULTS

EA maturity models provide a checklist approach to evaluating the quality of an EA program. Some 
models, such as the US Office of Management and Budget’s, use capability-maturity-model-like 
levels to categorize which attributes must be present to demonstrate a specific level of maturity.3 
There are useful aspects of these models — they can point to areas where an EA group may be 
deficient. But they have a downside: fostering a focus on the EA group’s workings, rather than on the 
impact they have on the decisions made by the rest of IT. For EA to be successful in gaining influence 
and sponsorship, it must focus externally on the desired and realized results. EA leaders should: 

· Plan for the results, not just the completion of EA deliverables. Deliverables, such as 
architecture diagrams or documentation, are a means to the end, with the end being lower 
cost, more extensible business solutions, or whatever the stakeholders see as necessary. The 
foundation for EA planning should be on how to achieve those results. 

· Embrace the need to market. Start with EA’s customers, determine their needs and wants, 
and market EA’s value to them. Consider deliverables such as standards documents, white 
papers, and road maps to be EA’s products, and make sure they are the right products for the 
customers.

Source: Forrester Research, Inc.

Channel

Briefings Explain “big picture” overview of 
EA deliverable, including value

Presentation to IT mgmt on SOA 
applicability to firm’s needs

Information workplace workshop

Help application development 
mgmt develop a solution for a 
new business initiative

Specific technology strategy, 
standards, usage, best practices

Newsletter, meeting minutes, 
distributing Forrester First Looks

Current state versus target state 
application architecture

Magnetic puzzles branded with 
EA tag line and Web site

EA positioning statement

Workshops Involve decision-makers and 
influencers in definition, strategy, 
planning for EA area

Help staff understand how to 
apply specific EA directions to 
their needs

Explain the details of an EA 
deliverable

Communicate results, changes, 
share “interesting information”

Increase awareness of specific 
architectures, show difference 
from current state

Promote awareness and fun

Position EA value

One-on-one counseling

Brown bag lunch sessions

Email

Posters

Giveaways

Management by walking 
around

Used to Example
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· Use metrics as part of EA marketing. Metrics should not just measure activity; they should 
also measure progress and value. And metrics should not focus on what EA does, but on how 
EA’s offerings are resulting in IT and business improvements.4 Metrics and scorecards must be 
an integral part of the EA plan.

ENDNOTES
1 IT organizations need to embrace the concepts, terminology, and process of marketing — creating 

marketing plans, executing campaigns, and boosting brand equity. The result will be delivery of the right 
projects for the right audience, accelerated time to benefit, and increased trust of the IT organization. See 
the August 23, 2005, Best Practices “The Marketing Of IT.”

2 For a foundational text on marketing, see Jack Trout and Al Reis, Positioning — The Battle For Your Mind, 
McGraw Hill, 1981. 

3 The US Federal Government’s Office of Management and Budget (OMB) has developed EA assessment 
frameworks to assess the maturity of federal government agencies’ EA efforts. The OMB is moving beyond 
a simple checklist approach to include evidence that an agency’s EA efforts have contributed significantly 
to the agency’s mission. See the December 6, 2005, Trends “OMB Raises The Bar For Federal Enterprise 
Architecture.” 

4 EA gets its authority from sponsorship by IT management and from credibility with the application and 
infrastructure groups that must adopt EA directions. EA must validate that its goals align tightly with IT 
goals. Furthermore, EA must report on the impact of its programs — how well IT is adopting EA directions 
and the results achieved. A plan of metrics-based reporting helps to validate the link of EA deliverables 
to IT goals and shows the progress and benefits that IT is achieving. See the September 30, 2005, Trends 

“Metrics Boost EA Effectiveness.”
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