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From Saul Brand, Senior Director Analyst

Your clients are facing uncertainty brought about by persistent inflation; 
scarce, expensive talent; and global supply constraints caused by the Russian 
invasion of Ukraine, COVID-19 lockdowns and energy shortages. This triple 
squeeze is impacting business globally and directly impacting technology 
spending for 2023.

The cost, talent and strategy decisions you make as a 
leader in difficult times will determine if your company 
takes share or loses share in uncertain times. Your teams 
must be capable of agile pivots.

Despite economic uncertainty and perceived headwinds leading into 2023, 
CFOs indicate their current plans call for continued IT investment, particularly 
for digital technology. Gartner IT spending forecast points to continued growth 
opportunities for tech providers that support digital transformation.

Enterprise technology buying decisions have always been inefficient. That 
inefficiency is only increasing as those decisions become more democratized 
and uncertainty hangs over buying teams. Product-led growth motions offer 
opportunities to reduce friction in the buying cycle. Providers who take share in 
2023 will improve the entire customer experience from buying through owning.

Talent is scarce, and top talent is hard to attract. Top performers don’t 
stick around when they can see the business is challenged and potentially 
experiencing layoffs. Once-in-a-lifetime talent can be attracted during 
economic unrest for companies that have properly prepared to execute 
a strategy to win in — not weather — the storm.

As external and internal forces challenge organizations to become more 
adaptive and resilient, enterprise architecture (EA) leaders must mature and 
upgrade their practice to support a new vision for EA. Rebranding EA’s value 
proposition to ensure value delivery across the organization, repositioning EA 
to enable the democratized product-based organization, managing the EA 
talent pool and using EA to support environmental, social and governance 
(ESG) initiatives will be key priorities.

Gartner Leadership Vision provides top-level guidance to leaders and their 
teams on where to focus   — based on our data-driven research. We’re providing 
detailed insights to our clients across dozens of roles, and we’re now excited to 
share excerpts with the business community beyond our clients. We hope this 
will help you to focus discussions with your teams, peers and other leaders, so 
you can more quickly and effectively diagnose priorities and actions, especially 
as you solidify your strategic plans for 2023.

Saul Brand
Senior Director Analyst 
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Delivering business value in 
uncertain times
In 2023, EA leaders must redefine how they work with stakeholders, support 
organizational priorities and manage talent to best align with business 
objectives and deliver value.

Focus on these four priorities:

1. Evolve EA: Redesign the EA practice and its services to become more 
agile and adaptive. Change the narrative around EA to help stakeholders 
develop a shared understanding of your value proposition.

2. Lead from the front: As the pace of change increases and teams become 
more devolved, EA leaders must shift their focus of leadership to coaching 
and mentoring.

3. Optimize the team: Required EA services continue to change, so new skills 
and competencies will be needed. Reevaluate recruiting strategies and 
current working practices.

4. Sustain business value: Continuously adapt services and capabilities 
while supporting resilience and growth opportunities.

Ev
olve EA        

                       Lead From the Front                  

      Sustain Business Value                       Optimize th

e EA Te
am

Leading 
the EA 

Practice

Source: Gartner
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Three key trends impacting EA leaders

External forces driving uncertainty
As a result of the continuing impact of the pandemic 
and other external forces like deglobalization and 
climate change, organizations now find themselves 
in a “VUCA” world — one that is volatile, uncertain, 
complex and ambiguous. In response, key priorities 
have evolved to focus on becoming more resilient 
and adaptive.

Adapting to get ahead of change
Organizations are taking four specific actions 
to get ahead of aggressive change, rather than 
just reacting to it: upgrading technology to 
better integrate new solutions, adopting new 
work practices to accommodate multiskilled 
fusion teams, using information to make smarter 
decisions and making business more adaptive 
through modularization.

Internal forces increasing the pace of change
As digital initiatives become the focus of business 
“fusion” teams and new technology investments are 
made to drive innovation across the organization, 
finding and retaining the right talent becomes more 
challenging. An increased spotlight on ESG issues is 
another example of these multidimensional changes 
affecting the enterprise.
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Challenges and actions for the EA leader 

No clear value proposition Accelerating pace of change ESG creates new priorities Talent shortage

As enterprise architecture has evolved 
from a traditional focus on technology, 
through business-outcome-driven 
EA (BODEA) to internal management 
consulting (IMC), its range of 
stakeholders across the business has 
expanded. As a result, understanding 
what EA is and its value varies greatly 
across the organization.

As digital delivery, democratization, 
a shift to product management and 
the rise of fusion teams all continue 
to accelerate, a lack of control and 
a shortage of talent make it more 
challenging than ever for EA teams 
to support stakeholders across the 
organization.

Twenty percent of CEOs and senior 
business executives rate ESG initiatives 
as a top five business priority — and 
it’s rising fast. ESG must be integral to 
normal business operations, posing a 
challenge for EA to both embody ESG 
in architecture practice and support 
ESG efforts overall.

Attracting and retaining talent 
continues to be the No. 1 workforce 
priority — including within the EA 
practice. Not only is talent scarce, 
but the need for different types of 
skill sets to better serve customers 
across the enterprise complicates 
the situation. EA teams are stretched 
beyond capacity and can’t meet 
demand. 

Actions for the EA leader

Develop a clear overall value proposition 
for each of the EA services and impacted 
stakeholders while managing those 
relationships and communicating 
effectively.

Adjust the services within the EA 
practice across three “layers” to better 
enable the delivery of technology 
across the business. 

Proactively work with stakeholders 
to develop the organization’s strategy 
and ambition around ESG to best 
support it within the EA practice 
and drive its execution.

Align services with stakeholder needs, 
and manage the talent pool in a more 
flexible and creative way.
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Graphic would not fit on previous page.
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Brand EA with a clear value 
proposition

With digital delivery expanding, the number of different business teams 
across the organization impacted by EA has increased. Selling a diverse 
group of stakeholders on the value of EA is essential, and that starts with 
a clear value proposition of the EA practice overall and a local statement 
for a particular team.

Source: Gartner

Action

Identify key stakeholders.

Define stakeholder needs.

Develop services that align.

Show value through user stories.

Express how you’ll deliver value.

Link EA services to stakeholders to show benefits.

Recommended Next Steps
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Reframe EA to support 
democratization

Business demand for autonomy, greater technical skill across the organization 
and the rise of product management teams have led to a digital delivery shift 
into the business, and the EA practice must adjust to support that change. 
That means delivering EA services in different ways across three “layers” of 
the company, while providing the governance needed.

Action

Develop three architectural layers:

• Community architecture to meet local needs

• Team architecture to support team collaboration

• Platform architecture to support design and delivery of services

Reset as an internal service provider meeting each layer’s needs

Ensure alignment, consistency and collaboration across layers.

Recommended Next Steps
1

2

3

Source: Gartner

Community Architecture  
Supporting the design and health of the 
operating model

Team Architecture 
Supporting individual fusion teams and facilitating 
collaboration

Layer 1

Layer 2

Layer 3
Platform Architecture 
Supporting the design and delivery of the platform 
of core services
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Upskill

Develop and upskill your existing 
EA talent.

Partner

Partner with boutique providers to 
support key business outcomes.

Import

Look for talent in unconventional 
or nontraditional sources.

Self-Service

Develop self-service guidance and 
touchless governance for delivery 
teams.

1

3

2

4

Support the ESG initiative Under pressure from investors, customers, regulators and employees, ESG has 
become a high priority for many organizations. As business process and data 
experts, EA leaders have a unique opportunity to support the ESG strategy, 
create appropriate services and engage involved business executives across 
the enterprise.

1

2

3

4

Action

Develop and upskill current talent.

Recruit differently, such as internally, from across different teams.

Partner with outside consultants to access needed skill sets.

Promote self-service deliverables through tools and training to 
lighten the load of the team.

Recommended Next Steps
Use these four strategies to stay ahead:

Source: Gartner
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Source: Gartner

Proactively manage the 
talent pool

Acquiring and retaining talent is a key priority for EA teams and will continue to 
be for some time. What’s required is a more flexible way of thinking about how 
to manage the talent pool, while continuously evaluating market and 
stakeholder expectations.

1

2

3

4

5

6

Action

Work with ESG leaders to develop strategy, goals and focus areas.

Support the modeling and analysis of needed business processes.

Ensure information architecture supports quality and accuracy of data.

Develop and validate data reports both internally and externally.

Support the development of sustainable products and services.

Create new EA services to focus on ESG initiatives.

Recommended Next StepsSupport the 
development of 

ESG strategy

ESG Initiative

Support the 
analysis of 

organizational 
processes

Support the 
identification, 
capture and 
validation of 

ESG data

Support the 
development of 

sustainable products 
and services

Support ESG 
reporting

Support ESG 
initiatives and 

projects

graphic TBD. If not used 
for context earlier in 
eBook, will just use "ESG 
Initiative" without graphic 
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Explore these additional complimentary resources 
and tools for enterprise architecture leaders:

Already a client?  
Get access to even more resources in your client portal. Log In

Actionable, objective insight

eBook
3 Must-Haves in Your 
Cybersecurity Incident 
Response Plan
Improve your organization’s ability to 
prepare for an incident.

Download Now

eBook
Four Facets of Effective CISO 
Leadership
Discover how best-in-class leaders tackle 
their expanding remit.

Download Now

Tools
IT Score for Security & Risk 
Management
Gain perspective on your highest-priority 
activities.

Learn More

Roadmap
The IT Roadmap for Cybersecurity
Create a resilient, scalable and agile 
cybersecurity strategy.

Download Roadmap
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Advance your 2023 IT 
Strategy by attending 
a Gartner Destination 
Conference!

Experience the impact of Gartner conferences in person
In 2022, Gartner hosted 34 conferences with more than 46,000 
business and technology professionals in attendance. Join 
forward-thinking leaders this year at conferences that accelerate 
learning, guide decision making and identify important trends.

Don’t miss out.
View the 2023 Conference Calendar today and find 
the conference that’s right for you. 

 Explore the Calendar

© 2023 Gartner, Inc. All rights reserved. 
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content. Would you be okay with removing 
the subhead for more breathing room? 
(Change would be made for all eBooks)
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Connect With Us
Get actionable, objective insight to deliver on your mission-critical 
priorities. Our expert guidance and tools enable faster, smarter 
decisions and stronger performance. Contact us to become a client:

U.S.: 1 866 263 8917  

International: +44 (0) 03301 628 476

Become a Client

Learn more about Gartner for Tech CEOs 
gartner.com/en/information-technology

Stay connected to the latest insights
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