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The Ten Top Complaints Critics Fire at TOGAF® - 
are they true?
by Roger Evernden

TOGAF is not short of hecklers and 
disbelievers! For some it is a regular 
pastime. For others it is an academic 
exercise. Are the objections justified? 
Do you agree with the detractors? 
Are these remonstrations true or 
false? In this two-part blog I’m going 
to look at ten of the most common 
complaints that critics fire at TOGAF.

It is important to get a balanced view, rather 
than take an extreme position as either a 
critic or a defender of TOGAF. In part 1 I’ll 
look at the first five whinges about TOGAF: 

1. TOGAF is not Enterprise Architecture. This 
is true – TOGAF is only a subset of what 
we recognize as Enterprise Architecture. 
But in all honesty, there isn’t a single 
comprehensive source that covers everything 
that has been attributed as EA… so any 
source of EA concepts, ideas or techniques is 
only likely to cover a part and not the whole. 
Just be aware that you need to learn about 
EA in general, and don’t stop when you’ve 
achieved TOGAF certification. 

2. TOGAF is not best practice. This is also true 
– TOGAF is a brave attempt to document 
some of the things that enterprise architects 
do, but it does not necessarily reflect what 
the best architects in the world are doing! 
And there is a lag between leading edge 
EA practice and the documentation of that 
practice in TOGAF. But one might ask: what 
is best practice? And in whose view is it 
best practice? Ultimately something is good 
practice if it works for you and helps you 
achieve the things you need to achieve… and 
TOGAF has certainly helped a lot of architects 
and EA teams to get started. Again, my advice 
would be to learn TOGAF, but also to look 
beyond TOGAF for new ideas and methods.

3. TOGAF is wordy, complicated, and difficult to 
apply. This is a tricky one, because it is difficult 
to explain a diverse discipline like EA without 
using a lot of words; and it takes time and 
experience before you will become fully adept 
and competent as a professional architect. My 
best advice here is to look for supplementary 
resources that help you fully understand what 
EA is all about – the excellent free resources 
from GeL are a good start point.
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4. TOGAF isn’t a framework. There has been a 
lot written about architecture frameworks, 
and about which ones are good or not. I 
don’t want to re-ignite that debate here… in 
the end a framework is simply a structure 
that frames the work you do, so in that 
sense TOGAF might frame the way that you 
architect an enterprise. Personally, I prefer 
to think of the TOGAF documentation as a 
“Body of Knowledge” about some aspects 
of enterprise architecture. And you might 
argue that TOGAF is not one but multiple 
frameworks – the ADM is a framework for 
the process of developing architectures; 
the content framework or skills framework 
in TOGAF focus on specific areas where a 
“framework” is useful. In practice, architects 
need to design and create frameworks that 
are tailored to the needs of a specific EA 
initiative. TOGAF is therefore a “source” or 
“reference” point for creating the frameworks 
that you will use on a day-to-day basis.1

5. TOGAF is too IT-centric. Although this is a 
complaint that is often levelled at TOGAF, 
it is an objection that could frequently be 
made of much EA work. IT is almost always 
at the centre of EA initiatives – there are very 
few enterprises that could function without 
an information technology backbone. But 
remember that enterprise architecture 
deals holistically with the whole big picture, 
and this must include the business, the 
management of the enterprise, the people, 
their skills, capabilities, processes, products, 
and events… and the interdependencies 
between the enterprise and its markets, its 
competitors, suppliers, and customers. In 
other words, we can’t focus exclusively on IT 
because even changes that are largely about 
IT create a huge ripple that effects business 
operations, organizational management, and 
how the enterprise behaves and performs 
in its environment. So, bear in mind that you 
need to supplement TOGAF with EA practice 
that considers the broader, contextual setting 
– business, organization, environment.

In part two of this blog I’ll look at another 
five complaints about TOGAF: TOGAF is never 
really used in practice; TOGAF certification is 
too simplistic; TOGAF dominates the EA world; 
TOGAF is not based on evidence or research; 
and TOGAF isn’t updated frequently enough. 

1 |  I’ve written more about the distinction between a framework and a body of knowledge here:
       https://www.linkedin.com/pulse/architecture-framework-body-knowledge-roger-evernden/ 
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